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ABSTRACT

USE OF BEHAVIORALLY ANCHORED RATING SCALES (BARS) TO COM-
PLEMENT THE MANAGEMENT B8Y OBJECTIVES (MBO) AND FITNESS
REPORT COMPONENTS OF THE MARINE CORPS PERFORMANCE EVALUA-

TION SYSTEM, by Major James W. Murphy, U.S. Marine Corps,
205 pages.

This thesis identifies problems with the Marine
Corps' performance appraisal system, and proposes a solu-
tion, the focus of which is behaviorally anchored rating
scales (BARS). The problems are: (1) failure to attain
performance counseling objectives, (2) lack of contrecl pro-
cedures to insure that counseling is achieved, and (3) evi-
dence that many Marines are not counseled.

The Marine Corps' appraisal system has two compo-
nents: the Fitness Report, and a management-by-objectives
(MBO) methodology. The problem is that the Fitness Report
does not provide feedback useful to subordinates, and the
MBO methodology is so unstructured that the natural reluc-
tance-to-counsel runs unchecked. Behaviorally anchored
rating scales (BARS) are proposed as an appraisal instru-
ment ideally suited to provide feedback. The author exam-
ines the development procedures for BARS and reviews the
literature on BARS found in organizational behavior
periodicals.

The author concludes that BARS, coupled with the Fit-
ness Report and the MBO methodology, and controlled by ap-
propriate guidelines, would embody the characteristics, of
an ideal performance appraisal system. He recommends that
BARS be developed for and tested by an infantry battalion.
The research method was a library search concentrating on
behavioral researcnh reports and articles by practicing

managers and military officers.
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Chapter 1

INTRODUCTION
An orgznization can develop on-the-job effective-
ness and improve performance of 1its work force through
performance appraisal and subsequent performance counsel-

1

ing of individuals. The Marine Corps' performance ap-

praisal procedure, known as the Performance Evaluation

System, is designed to enhance the attainment of 1its
organizational objectives as well as the development of

its human resources.2

The purpose of this study is te
point out that the current Marine Corps performance ap-
praisal instrument, performance counseling concept, and
method of administrative control are inadequate tools to

accomplish one half of the objective of the Performance

Evaluation System--the development of human resources.

The study will also recommend that a supplementary ap-
praisal instrument, coupled with appropriate controls, be

adopted.

Need for the Study

The study stems from three long-standing, disquiet-

ing factors associated with the performance appraisal of

lwendell L. French, The Personnel Management Pro-
cess (4th ed.; Boston: Houghton Mifflin, 1978), p. 348.

2y,S. Marine Corps Order P1610.78. Performance
Evaluation System. 23 February 1977, p. 1-3.

1




2

Marines. First is the realization that reporting seniors
experience difficulty accomplishing the performance

coaching/counseling objectives required by the provisions

3

of the Performance E£valuation System. Second 1is the

recognition that objective criteria do not exist for meas-
urement of behavior, performance, and effectiveness.
Third is the appreciation of two emerging management con-
cepts which appear to offer a solution to the vexing prob-
lem of accomplishing meaningful, effective performance
coaching/counseling. These concepts are management by
objectives (MBO) and behaviorally anchored rating scales
(BARS).

Management by objectives (MBO) provides clear, un-
equivocable information about individual performance and
effectiveness. MBO is described as ". . . a system that
features a periodic agreement between a superior and a
subordinate on the subordinate's objectives for a particu-
lar period and a periodic review of how well the subordi-

nate achieved those objectives,"A

31bid. pp. 3-13 through 3-15. See Appendix A,
Performance Evaluation System Extracts. The reporting
senlior 1s the officer who completes the performance ap-
praisal on the subordinate. The reporting senior is also
responsible for performance coaching/counseling (see pages
3-13 through 3-16 for a discussion of coaching/counseling).
The actual performance appraisal instrument is the Fitness
Report (NAVMC 10835), a copy of which is located in Chap-
ter 2 and identified as Figures 1 and 2. The reporting
senior forwards the Fitness Report to Headquarters, U.S.
Marine Corps via his immediate senior who, for purposes of
the performance evaluation system, is referred to as the
reviewing officer.

4French, op, cit., p. 321.
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Behaviorally anchored rating scales (BARS) comple-
ment MBO in that they describe on-the-job behavior that
results in performance and effectiveness. BARS are spe-
cially’ developed instruments which identify and describe
each component of the total job, billet, or military occu-
pation specialty (MOS). Then, within each component,
called a "job dimension," BARS list the range of behav-
iors, in scalar form, from "most effective," in terms of
achieving successful results, to "least ef‘f‘ective."5 A
supervisor, observing a subordinate on the job and anno-
tating a BARS accordingly, has a highly specific,
behavior-oriented instrument with which to conduct sub-
sequent performance coaching and counseling. BARS, then,
have tremendous intuitive appeal. Where MBO enables the
superior to measure performance, effectiveness, and
results, BARS adds to those dimensions the ability to
measure on-the-job behavior. Behavior, here-to-fore not
measurable, is a key component of performance and

effectiveness.

5L. L. Cummings and Donald P. Schwab, Performance
in Organizations Determinants & Appraisal (Glenview, IL:
Scott, Foresman, 1573), pp. 91-92.

6John P. Campbell, Maurice D. Dunnette, Richard D.
Arvey, and Lowell V. Hellervik, "The Development and Eval-
uation of Behaviorally Based Rating Scales," Journal of
Applied Psychology, 57, No. 1, (February 1973), p. 15.
TEe authors define behavior as ". . . simply what people
do in the course of working." Performance ". . . is be-

havior that has been evaluated (i.e., measured) in terms
of its contributions to the goals of the organization."




Problem

The problem is three-fold. First, the design of
the Marine Corps' performance appraisal Iinstrument, the

Fitness Report, does not support the attainment of the

Marine Corps' objectives 1in performance coaching/coun-
seling. The measurement content of the Ffitness Report,
essentially unchanged since 1957, is dated in terms of
emerging concepts. The types of appraisal measurements on
the Fitness Report--trait-related graphic rating scales,
rank-order distributions, and narrative descriptions--are
not well-suited to performance coaching/ counseling. 1In
the past two decades significant advances have been made
by behavioral scientists in the area of performance
appraisal systems,

Second, the techniques for performance coaching/

counseling prescribed by the Performance Evaluation System

are not supported with appropriate controls. The lack of
controls leads to the next problem.
Third, performance coaching/counseling is not being

accomplished throughout the Marine Corps in a uniform,

Effectiveness ". . . refers to some summary index of or-
ganizational outcomes for which an individual is at least
{ partially responsible such as unit profit, unit turnover,
amount produced . . ." They distinguish between perform-
ance and effectiveness as ". . . the latter does not refer

to behavior directly but rather the control of the indi-
vidual (e.g., state of the economy, nepotism, quality of
raw materials, etc.)."




s o SRR

]
acceptable manner. Discouraging evidence exists to sug-

gest that a large number of Marines are not counseled on

their performance in the spirit intended by the Perform-

’ ance Evaluation System.7

Thesis

Thesis: The Marine Corps should adopt a supplementary
performance appraisal instrument, supported by appropriate ;
; administrative controls, to accomplish its performance

coaching/counseling objectives.

Assumptions

This study is based upon five assumptions:

(1) that theories of organizational behavior de-
veloped from studies of the civilian sector are applicable
to the Marine Corps, particularly in peacetime,

(2) that the philosophy and methodology of manage-
ment-by-objectives is known and subscribed to by the
reader,

(3) that Expectancy Theory as described by Victor !
Vroom, Lyman Porter, and Edward Lawler, and further re-
fined by Herbert Heneman and Donald Schwab and others, is
a reasonable model of motivation within which to pursue
the study,

(4) that the institutional objectives of the Per-
formance Evaluation System, that is, identification of
Marines for promotion and assignment, are satisfactorily

- achieved by the Fitness Report, and,

(5) that this study may not apply to performance
and behavior under combat conditions.

7This evidence is summarized in Chapter 2.




Methodology

The methodology used in this study was primarily a
literature search supplemented by a limited survey. Lit-
erature used in the study falls into three categories:
(1) textbooks and collected, bound readings, (2) scho-
larly journals and periodicals, and (3) dissertations and

reports published by government-contracted consultants.

Textbooks and Readings

Behaviorally anchored rating scales (BARS), the
focus of this study, are described in a brief but compel-
ling manner in a number of textbooks. The textbooks were
also a source of broad concepts related to performance
appraisal. The readings provided supplementary informa-
tion. The footnoted textbooks provided the first link to
the wealth of BARS-related information contained in peri-

odicals and journals.

Periodicals and Journals

The major source of information for the study came
from periodicals and journals. As the study progressed it
became clear that those publications fell into three dis-
tinct types. The types are: (1) military periodicals,

(2) management and organizational behavior periodicals,

and (3) research journals.
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Military Periodicals. Periodicals such as the

Marine Corps Gazette and the United States Naval Insti-

tute's Proceedings contain articles covering a wide range
of topics, including performance appraisal, which are of
interest to military readers. Several such articles,
written by active duty officers, were essential to the
study because they confirmed that the problem posed by the
author is more real than perceived. The author's view-

point, at least, 1s shared by others.

Management and Organizational Behavior Periodi-

cals. Practicing managers and business school faculty
frequently present their concepts in such periodicals as

The Personnel Administrator and Business Horizons. The

concepts are often based on the synthesis of several re-
search studies reported in other journals. Management and
organizational behavior periodicals were the key to ex-
panding the brief descriptions of BARS contained in the
textbooks. The management and organizational behavior
articles were also the primary source of performance ap-
praisal models within which BARS and MBO are an integral

part.

Research Journals. Detailed reports of current

research are featured iIn such publications as the Journal

of Applied Psychology and Qrganizational Behavior and

Human Performance. Considerable insight into BARS-related

o5 bl TR
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hypotheses, and the techniques of BARS development were
provided by the reports of behavioral scilentists. An ap-
preciation was gained for the costs, benefits, praoblems,
and potential of BARS as well as developmental and imple-~

mentation pitfalls to be avoided.

Dissertations and Consultants' Reports

Dissertations and consultants' reports were partic-
ularly important to learn how the detailed steps required
to develop a set of BARS are performed. Two consultant
reports are particularly interesting because the reports

center on military applications of the BARS concept.

Integration of Experience

A modest survey was conducted of the other nine
Marine officers attending the U.S. Army Command and Gen-
eral Staff College at Fort Leavenworth, Kansas. The pur-
pose of the survey was to determine the degree to which

the nine Marines' experiences relative to the Performance

Evaluation System compare with the author's. The survey

instrument and the results are contained in Appendix C,

"Performance Evaluation System Survey of Marine QOfficer

Students Attending the U.S. Army Command and General Staff

College, Class of 1980." In several Iinstances, insights

shared by Marines are referred to in the study. Use of
shared experiences has been limited because of the diffi-
culty documenting such material and because of the very

small number of Marines participating in the survey.




Organization of the Study

The study 1is organized into six chapters. Chapter

1 suggests that the Marine Corps Performance Evaluation

System is not an ideal system in terms of state-of-the-art
developments in organizational behavior research and out-
lines a problem which exists because of deficiencies in

the system. Chapter 2 argues that the Performance Evalua-

tion System 1s not achieving its performance coaching/

counseling objectives using eilther the current appraisal
instrument, the Fitness Report, or the counseling concept

set forth in Section 3006 of the Performance Evaluation

System. Chapter 3 demonstrates that BARS, developed by
analyzing a Jjob in terms of its content, and evaluating
the effectiveness of observable, on-the-job behavior,
capture the essential elements of behavior required by an
ideal performance appraisal system. Chapter 4 shows that
the operational properties of BARS, particularly those
related to performance coaching/counseling, coupled with
other benefits derived from the development process, far
outweigh disadvantages experienced. Chapter 5 synthesizes
and summarizes Chapters 2, 3, and 4. Finally, Chapter 6

presents the conclusion and recommendations.
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Chapter 2

THE PERFORMANCE EVALUATION SYSTEM

The Marine Corps Performance Evaluation System is

not achieving its stated objectives for performance
coaching/counseling. There are four reasons for this
short-coming: (1) the system is dated and has not incor-
porated significant advances in performance appraisal
theory developed in the past two decades, (2) the Fitness
Report, the present appraisal instrument, 1is wunsatis-
factory as a performance coaching/counseling tool, (3) the
prescribed procedure for performance coaching/counseling,
using a modified MBO technique, is not applied in a uni-
form, acceptable manner throughout the Marine Corps, and
(4) the reluctance-to-counsel phenomenon, well-documented
in civilian organizations, is present among Marine report-
ing seniors.

It seems apparent that failure to achieve perform-
ance coaching/counseling objectives, as outlined in the

Performance Evaluation Systenm, will continue unless

actions are taken to minimize the short-comings such as
(1) developing supporting documents and instruments,
(2) -establishing positive administrative controls to en-

sure that meaningful coaching/counseling is performed, and

10
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(3) educating all Marines on the importance and execution

of the System.

Current Performance Appraisal Systems Theory

The current Marine Corps Performance Evaluation

System does not incorporate recent advances in performance
appraisal theory. Because this study proposes to modify

the present Performance Evaluation System, it is important

to appreciate at the outset the characteristics of an
ideal performance appraisal system. Lyman W. Porter,
Edward F. Lawler, and J. Richard Hackman have conducted
considerable research in the area of organizational per-
formance appraisal. Taking into account the needs of
organizations, the needs of individuals, and the inherent
conflicts between organizational and individual needs, L
they suggest that an ideal performance appraisal system
encompasses seven characteristics. The seven character-
istics are:

1. Measures are used that are inclusive of all
the behaviors and results that should be performed.

2. The measures used are tied to behavior and
as far as possible are objective in nature.

3. Moderately difficult goals and standards
for future performance are set.

4, Measures are used that can be influenced by
an individual's behavior.

S. Appraisals are done on a time cycle that
approximates the time it takes the measures to
reflect the behavior of the persons being evaluated.
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6. The persons being evaluated have an oppor-
tunity to participate in the appraisal process.

7. The appraisal srstem interacts effectively
with the rewards system.

As a related matter it is useful for analytical

purposes to know that most large American organizations
have performance appraisal systems. The systems are used
for a variety of purposes, but generally they can be
grouped into one of the following two categories: ".
(1) the maintenance of organizational control, and (2)
the measurement of the efficiency with which the organiza-
tion's human resources are being utilized, and the im-
provement of these resources."?

Put another way, performance appraisal systems are
used both for institutional purposes, such as promotion,
assignment, merit pay increases, etc., and for human re-
sources development purposes, such as performance
coaching/counseling. Similarly, the objectives of the
Marine Corps' performance appraisal process, as will be-
come apparent in the following paragraphs, focuses on

institutional and human resources development purposes.

The Marine Corps Performance Evaluation System

The Marine Corps has published detailed instruc-

tions concerning the philosophy and procedures by which

lLyman W. Porter, Edward F. ULawler, III, and J.
Richard Hackman, Behavior in Qrganizations (New York:
McGraw-Hill, 1975), p. 339,

2Cymmings and Schwab, op, cit., p. 55.
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its members are to conduct their performance appraisal

responsibilities. The guidance 1is contained in Marine

Corps Order Pl610.78B, Performance Evaluation System. The

Marine Corps has four specific objectives in performance
appraisal:

(1) The first and focal objective is the im-

provement of performance . . . This central
objective can only be achieved by coupling the fit-
ness report . . . with counseling and coaching to
determine where, and how, performance should be
improved . . .

(2) . . . the identification of those Marines

who are considered qualified for advancement

(3) . . . the provision of assistance to in-
dividual Marines in identifying those performance
and character attributes which require improvement
before they can be considered qualified for
advancement.

(4) . . . support the "career pattern" ap-

proach to personnel management by providing .

information relating to both a Marine's desired

duty assignment, and the Marine's suitability for
certain future duty assignments.?

Objectives (2) and (4) are clearly related to the
purpose of organizational control. Objectives (1) and (3)
are related to the purpose of improving the effectiveness
of human resources.

The medium through which the Marine Corps achieves

objectives (2) and (4), and indirectly attempts to support

objectives (1) and (3), is the Fitness Report (NAVMC

10835), the service's performance appraisal instrument.

3U. S. Marine Corps Order P1610.78. Performance
Evaluation System. 23 February 1977. p. 1-=3. See Ap-
pendix A, Performance Evaluation System Extracts.
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Attainment of objectives (1) and (3) is the focus of the

section of the Performance Evaluation System titled

"COUNSELING." This section directs the accomplishment of
performance coaching/counseling utilizing a modified MBOC
concept. Although it will be discussed in detail later,
it is beginning to be obvious that the "letter" of the

Performance Evaluation System misses the perfect appraisal

system criteria in the area of behavioral measures. Thus
the design is clearly dated. Regrettably, it will also be
demonstrated in the following pages that actual perform-
ance in the field by reporting seniors, for a variety of

reasons, misses the "spirit" not only of the Performance

Evaluation System, but the Porter, Lawler, Hackman system

as well.

The Fitness Report:

Unsuitable as a Counseling Instrument

From the following review it will become apparent
that the Fitness Report is not a satisfactory instrument

for perfarmance coaching/counseling.

Fitness Report

The only instrument the Marine Corps uses in its

pertormance appraisal system is the Fitness Report. This

report has been in use by the Marine Corecs since 1957,
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twenty-three years.a In this period the only major

modification has been its conversion from a manual docu-
ment to a machine readable form.
As specified in the cover letter which promulgates

the seventy-six page Performance Evaluation System direc-

tive, the Fitness Report, has two purposes: ". . . to aid

in personnel assignment, and to assist selection boards

."5 Therefore, this directive cléarly links the
Fitness Report to the institutional need to maintain posi-
tive control over the organization's promotions and as-
signments. On the other hand, nowhere in the cover letter
is reference made to efficient utilization or improvement

of the organization's human resources. By such omission

there appears to be tacit recognition that the design of

. 4The date, 1957, is an estimate. It was deter-

mined by comparing the first and second editions of The E
Marine QOfficer's Guide. The first edition, 1956, shows a 3
facsimile of the then existing Fitness Report. The form '
control data reflects "(Rev. 8-54)." The form itself does

not include a rank ordering format. The second edition,

copyright 1964, shows a Fitness Report with form control

data" (Rev. 6-63) (Supercedes 2-57 and 4-61 . . .)."

This is the first to feature the rank ordering format. .
The inference drawn is that the "truth teller" came into

use in 1957. Earlier conversation with career civilians,

normally the corporate memory, who work in the area of

forms control at Headquarters, U.S. Marine Corps were in-

conclusive. This was due to the transfer of files con-

taining such obscure information.

5y.5. Marine Corps Order Pl610.78. Performance
Evaluation System, op. cit., p. 1.

‘ ‘
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this appraisal instrument does not directly support ef-
fective performance coaching/counseling.6 A survey
taken in April, 1980, among ten Marine officers studying
at the U.S. Army Command and General Staff College re-
flected, however, that eight of the ten officers use or
have used the Fitness Report as a general gquide during
their counseling of subordinates. The results of the
survey suggest that the Fitness Report, although not in-
tended as a coaching/counseling instrument, is frequently
used as such, probably because it is the only performance

appraisal instrument available.

Format of the Fitness Report. The Fitness Report

is actually a composite of three generally recognized
forms of appraisal technique. As can be seen from Figure

l, Fitness Report, Sections A and D are administrative in

nature. In Section B, items 13 and 14 are graphic rating
scales of performance factors and traits, respectively.
The definitions of both the listed performance factors and
the traits, as well as the literal definitions of each
mark across the scale, are printed on the reverse side of

the form. Item 15, known among Marines as the "truth

6porter, Lawler, and Hackman, op. cit., pp.
216-319 and 338-339,
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teller," is a rank-ordering device.7 Item 16 is also a
form of graphic rating scale. Finally, Section C requires
a narrative description ¢f the rated Marine's professional

’ character.

Ambiquities in the Graphic Rating Scales. First,

there is a problem with graphic rating scales of perform-
ance factors and traits. Performance factors and traits
are replete with ambiguity. In spite of the definitions
of each trait, identified as "qualities," on Figure 2,

Reverse Side of Fitness Report, and definitions of each

score; i.e., "average, above average," etc., the traits
still tend to be vague and ambiguous. "Loyalty" 1is the
classic conundrum. An officer was once heard to remark
that loyalty can be one of only two marks: outstanding or
unsatisfactory: either a man is one hundred percent loyal

to or he is not.

71t is the feeling of almost every Marine officer
with whom the author has spoken that the Fitmess Report,
particularly Item 15, coupled with the narrative descrip-
tion of professional attributes, provides promotion boards
and assignment personnel with relatively uncontaminated
information with which to make difficult decisions. The
1 "truth teller," while not a perfect method, 1is able,
particularly when fitness reports are aggregated over a
' period of time, to provide highly discriminating insights
into a peer group. More competent officers can be dis-
tinguished from less competent. And those with the most
potential to serve creditably at the next rank can be
distinguished from those with the least potential to serve
creditably. Similarly, identification of personnel suit-
able for key and sensitive assignments 1is relatively

apparent.
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Figure 2,

Reverse 3ide of Fitness evort
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Another quality frequently subject to ambiguous
interpretation is "force." The reverse side of the fit-
ness report form shows the definition of "force" to be,
"The faculty of carrying out with energy and resolution
that which is believed to be reasonable, right, or duty."

0dd, Webster's Third New Internaticnal ODictionary offers

eighteen different usages of "force" as a noun--and this
is not one of them. It would not be so upsetting except
there seems to be a tendency to attribute "force" to those
persons who speak loudly, frequently, and martially, while
quiet persons whose performance conforms to the definition
are considered to be less forceful than their blustering

peers.

Traits Fail to Measure Performance. Next, there is

the fact that trait-oriented appraisal forms tend to cause
performance appraisal problems regardless of the type of
organization. Cocanougher and Ivancevich state, "There is

an overreliance on personality traits, which are difficult

to define and measure. . . . The relationship of many of
these traits to performance 1is questionable."8 William

J. Kearney went on to say, ". . . evaluation of traits,

8a. Bentan Cocanougher and John M. Ivancevich,
"'BARS' Performance Rating for Sales Force Personnel,"
Journal of Marketing, 42, No. 3 (July, 1978), p. 88. On

the other hand, as one officer pointed out, traits are a
useful measure or indicator of potential.
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behavior, or results do not produce data of equal useful-
ness for improving performance when fed back to indiviad-

4 In the same article, Kearney quotes James

uvals."
Goodale as follows:

It is clear that ratings of employee tralts
fail to meet this criterion of useful feedback.
Telling a subordinate that he is average in initia-
tive, low in attitude, and above average in matur-
ity creates defensive feelings and gives him little
help how to change.l0
Traits have other shortcomings. They are not well

suited to specific measurement. To describe a subordinate
as "above average," meaning "highly qualified" leaves the
general impression that in respect to the particular
trait, the person is iIn good shape. But exactly how use-
ful, in terms of attaining ofganizational goals, is it to
describe a man's degree of "loyalty" or "force" as "highly
qualified?" How does such an appraisal reflect the sub-
ordinate's performance in relation to the primary mission
for the rating period of preparing his platoon for the

11

battalion's Operational Readiness Inspection? It does

not.

Related to the vagueness problem is the fact that

there is no suggestion of what efforts at improvement are

Swilliam J. Kearney, "Improving Work Performance
Through Appraisal," Human Resource Management, 17, No. 2
(Summer, 1978), p. 20.

101bid.

llrobert E. Pitts and Ken Thompson, "The Super-
visor's Survival Guide: Using Job Behavior to Measure
Employee Performance," Supervisory Management, 24, No. 1
(January, 1979), p. 26.
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necessary to move up to the mark of "excellent" which
connotdfes "qualified to degree seldom attained by others
of the grade." Unless the reporting senior can explain

) what the rating means, he or she can leave the subordinate
feeling frustrated as to what to do to improve it.12

Another area in which trait ratings fall short,
relative to the Porter, Lawler, Hackman performance ap-

praisal criteria, ". . . is that there seems to be very

little correlation between actual work performance and the

ratings. The scales do not measure performance, only the

supervisor's perception of it."13

One Form Used for All Levels of the Organization.

Another weakness of this instrument is that the Marine
Corps Fitness Report is used for all ranks from general to
sergeant. This one-size-fits-all form obviously has

} shortcomings in describing the degree of proficiency the

: ratee demonstrates on the specific tasks which comprise
his assignment. Lieutenant Colonel David S. Rilling, U.S. i
Marine Corps, noted:
The exact same form is used to evaluate a sergeant b
as is used to evaluate a sergeant major in the

enlisted rank structure and second lieutenant to
the Commandant of the Marine Corps in the officer

ranks. I believe this 1is wunacceptable given the
complexity of modern warfare if, indeed, it ever
was correct. . . . Generals just do not do the same
121p14.

131bid.
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things that second 1lieutenants do. Wh should
their performance description be the same?l

Rank-ordering Not Suitable for Counseling. Another

serious concern is the reality that counseling a subordi-
nate on his "general value to the service" ranking is very
vexing. In recognition of the potentially deleterious and

devisive effects, the Performance Evaluation System does

not require that the completed report be shown to the man

during the counseling session.15

There 1is no question
that the "general value of the service" block is important
to the Marine Cocrps in identifying persons for promotion
and persons most competitive for key assignments. It is
not, how;ver, useful in facilitating development of the
Marine through performance counseling. To tell a Marine
that two persons were ranked above him, four with him, and
one below him does not provide useful feedback. It does
nothing to apprise him of what behaviors will lead to
improvement. In some cases, admittedly, acguainting a
person with his standing in the rank ordering might pro-

vide motivatior to work harder. Such a technique must be

used with great forethought. It can be as dysfunctional

l4pgvig S. Rilling, "Personnel PerZaormance Ap-
praisal--A Need For Change,” Marine Corps Gazette, 64,
No. 4/April, 1980), p. 49.

15y. s. Marine Corps Order Pl610.78, Performance
Evaiuation Report, Washington, ©0.C.: Government Print-
T

I[nqg 3fflce, 23 February 1977, o. .

1
-
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as it can be motivating and there is no way to tell how an

individual will react.

Narrative Description. Finally, although narrative

descriptions are not, per se, objectionable as performance
coaching/counseling tools, the problem is one of quality
control throughout the Marine Corps. Some officers write
very vivid, wuseful descriptions of their subordinates.
Some do not. Obviously the latter would be of no help in
attempting to achieve effective counseling. Given the
weight of opinion that the graphic rating scales and the
rank-ordered distribution are deficient as counseling
tools, it would be short-sighted indeed to r1ely on the
.blind hope that all reporting seniors will write suffici-
ently complete narrative descriptions to satisfy the
criteria of ideal performance appraisal. Therefore, nar-
rative descriptions, because all reporting seniors do not
write vivid, useful word pictures, do not qualify as an
adequate tool for effective performance <coaching/coun-

seling.

Lack of Uniform Application of MBO Technigue

The prescribed procedure for performance coaching/
counseling, using a modified MBO technique, is set forth

in Section 3006 of the Performance Evaluation System. The

section s titled "Counseling." Its provisions are not

applied in a wuniform, acceptable manner throughout the

v Marine Corps. This can be substantiatec by showing that
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(1) the prescribed system is a general, conceptual set of
guidelines with no supplementary instrument to ensure uni-
formity and no administrative controls to encourage com-
pliance, (2) stark, unequivocable evidence ex‘sts to show
that performance coaching/counseling duties are being
widely neglected, and (3) reluctance-to-counsel, related
to each of the foregoing and a pervasive phenogmenon in
large organizations, is almost certainly present in the
Marine Corps. It can be minimized by understanding why
responsible managers tend to neglect their counseling

tresponsibilities.

An MBO Concept for Performance Coaching/Counseling.

The Performance Evaluation System provides, aside

from the Fitness Repart, for the attainrment of the human
resources development objectives, that 1is, performance
coaching/counseling, using an MBO concept. The MBO con-
cept is, at best, sketchily described. The concept con-
sists of four procedures:

(1) Review with the Marine, individual per-
formance to date.

(2) Evaluate this performance.

(3) Jointly establish a definite target(s)
(i.e., a plan requiring the Marine's efforts) for
maintenance or improvement of performance levels.

(4) Establish a coaching plan (i.e., a plan
requiring the reporting senior's participation) to
guide the Marine toward the target(s) established
in step (3).16

16y, s. Marine Corps Order P1410.78. ©2erformance

Evaluation System. op. cit., p. 3-13.

i
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The description provides examples of both properly
and poorly stated targets. The targets, expressed in

classic MBO style, state the action to be taken, the iden-

tifiable results, and the time limit.l7 Two examples
are: (1) "Get a regulation haircut at least once every
ten days," and (2) "Prepare a master list of all third

quarter training requirements by 10 December."18

In contrast to the Fitness Report which is a formal
document with strict controls governing its forwarding to
Headquarters, U.S. Marine Corps, the MBO concept is nei-
ther supported by a formal document, nor executed in a
controlled, supervised manner. The accomplishment of the
performance coaching/counseling required by this half of
the system 1is entirely dependent wupon the initiative,
self-confidence, and complete professionalism of each
reporting senior. Some are occasionally found wanting for
there 1s considerable evidence that many reporting seniors

fail to properly coach and counsel.

Evidence of Fallure of Reporting Seniors to Coach

and Counsel. Three brief examples are cited of failures

on the part of reporting seniors to coach/counsel in

17anthony P.  Raia, Managing by Objectives
(Glenview, IL: Scott Foresman, 1974), p. 64.

18y. s. Marine Corps Order Pl1610.78B. Performance
Evaluation System. op. cit., pp. 3-14 and 3-15.
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accordance with the letter and spirit of the Performance |

Evaluation System.

To begin with, the author can personally attest to
the fact that he has never been counseled using an MBO
methodology. In the past ten years he has been meaning-
fully counseled on his performance, in a manner approxi-
mating the spirit of the order, by only three of nine
reporting seniors.

In a perceptive, thorough article discussing the

Marine Corps Performance Evaluation System. Lieutenant

Colonel David S. Rilling comments:

A review of my own jacket reflects that I have re=-
ceived . . . quite a lot of counseling over the
years. The line-outs in section 23 are all neatly
recorded. While it is very true that I have re-
ceived many o. the-spot personal critiques, such :
sessions were never in connection with fitness .
reports with the exception, if memory serves cor- 5
rectly, of three reporting seniors. This aspect of ]
our system is neglected and needs fine tuning.l?9

Lieutenant Colonel Donald E. Shaet, U.S. Marinme Corps,

recounts an even more revealing annecdote:

Perhaps the most startling illustration of this
occurred in 1975 in the 10th Marines while I was
appraising a fine master gunnery sergeant of the
gist of his fitness report and counseling him on
his performance. He had over twenty years service
at the time. During the session, he developed a
puzzled and surprised look. When I asked what was
wrong, he replied,

"Nothing sir, it's Jjust that I'm surprised you
4 are taking the time to do this with me. You're the
first one who has done so. Also, I'm a bit puzzled
because, it hardly seems worth your time since you
know I'm acoing to retire in less then six months."

19Ri1l1ing, op. cit., p. 52. Note in Figure 1,
Fitness Report, that block 23 is to be annotated by the
reporting senior that he has counseled the rated Marine.
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Hard to believe? Yes. However, if you will
reflect for a moment the quality of counseling you
have received or ask others about their performance
counseling experiences, it won't take much investi-
gating to realize that Marine leaders are not doing
as well in this area as they should.?

Lieutenant Colonel Shaet later observed:

The average Marine leader has the integrity not to
discount these obligations willingly and knowing-
ly. Why is it then that the force of a Marine
Corps order together with a recognized responsi-
bility to maximize resources and ethical require-
ments are not sufficient to ensure that performance
counseling gets done well, if at all?2

Lieutenant Colonel Shaet suggested the answer to the j
question--why military officers are reluctant to |
counsel--may lie in a review of the management literature

relating to civilian organizations.

Reluctance-to-Counsel. Marine officers are not alone in

their reluctance to counsel subordinates, organization

behavior literature is replete with articles discussing

the problem. Douglas McGregor identified several. Refer-
ring to conventional performance appraisals based upon
trait-oriented and/or rank-ordered instruments he wrote:

The conventional approach, unless handled with
cansummate skill and delicacy, constitutes some-
thing dangerously <close to a violation of the
integrity of the personality. Managers are uncom-
fortable when they are put in the position of
"playing God." The respect we hold for the value
of the individual leaves us distressed when we must

20ponald E. Schaet, "Listen Marine, VYou Gotta
Treat People ULike Peogple,” Marine Corps Gazette, 61
(December, 1977), p. 40.

2l1pnid., o. 42.
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take responsibility for judging the personal worth
of a fellow man. Yet the conventional approach to
performance appraisal forces us, not only to make
such judgements and to see them acted upon, but.

also to communicate them to those we have judged.

Small wonder we resist!22

McGregor goes on to point out that this resistance
may be sound in that it reflects the manager's concern for
the emotional well-being of his subordinates and his un-
willingness to treat them like physical objects.23

A number of other writers say the problem, in part,
is that managers, as a group, lack training in the philo-
sophy of performance appraisal and related techniques of
effective, non-threatening performance counseling. Robert
C. McCoy noted that the public image of business execu-
tives being "tough minded" tended to be true more in rela-
tion to dealing with facilities, materials, engineering,
and economics than with the effective leadership of sub-
ordinates. Many stumbling employees tend to be carried by
their organization. He suggests that managers avoid
firing obviously incompetent employees for a variety of

reasons:

--some ratlionalize that “he poor employee is better
than none at all,

--maybe he'll quit soon,

--wait for a "Mr. Wonderful" to come along and
handle the problem,

22pgouglas McGregor, "An Uneasy Look at
Performance Appralisal," Harvard Business Review, 35, No.
3 (May/June, 1957), p. 90.

231pid., pp. 90-91.
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--some delegate the task to a subordinate,

--some hire external consultants to do the Job.24
It is apparent that leading“up to the employee's incom-
petent performance was a general lack of effective or even
attempted performance counseling. McCoy offers the reason
that, in addition to not wanting to "play God," the man-
ager wished to avoid engagement "in a potentially explo-

sive or emotionally disturbing situation."25

He sug-
gested that training was needed to make managers aware of
how costly to the organization is the avoidance of coun-
seling of average and below average employees.

He pointed out ". . . management has a responsi-
bility to others in the organization--that the maintenance
of 'bad apples' can lead to lowered standards and lower
productivity, culminating in potential disaster for

n26

all. McCoy stressed the need for a method of coun-

seling employees that would be:

. . less threatening and distressing to the boss
. + . more contributing to management effective-
ness, profit, and performance . . . more humane_and
developmental for the unsatisfactory performer.?27

28Robert C. McCoy, "Performance Review: Con-
fronting the Poor Performer," Supervisory Management, 21

(July, 1976), pp. 1l3-14.
251bid., pp. 12-13.
261pid., p. 15.

271bid., p. l4.
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The training problem outlined by McCoy was also
highlighted by John M. Ivancevich, and others, parti-

o

cularly in terms of integrating the goal-setting process

with the coaching and counseling steps.28

Patricia C. Smith and L. M. Kendall identified
another facet of the reluctance-to-counsel problem. They
point out that the list of traits presented to raters on a
form presupposes the raters agree both with the applica-
bility of the traits and the intrepretation of the
traits. They write:

3 Without consensus among the raters, more impor-
tantly, the raters cannot be expected to utilize
the scales offered to them with any conviction or
agreement.

Moreover, the rater must be "sold" wupon the
desirability of completing the ratings honestly and
carefully, which means that the rating scales must
have face validity for the purposes of the rater
(which include guidance and counseling). 23

Thus it is difficult to get a commitment to effec-
tive counseling if the rater has no faith in his instru-
ment. The view of Robert C. Ford and Kenneth M. Jennings

appears to be complementary:

283g0hn M. 1Ivancevich, and others, "Goal Setting:
The Tenneco Approach to Personnel Development and Manage-
ment Effectiveness," Organizational DOynamics, 7, No. 3
(Winter, 1978), pp. 60-61l.

29patricia Cain Smith and L. M. Kendall,
"Retranslation of Expectations: An Approach to the
Construction of Unambiguous Anchors for Rating Scales,"
Journal of Applied Psychology, 47, No. 2 (April, 1963),
pp. 149-150.




32

Performance appraisal problems develop for a
number of reasons. It 1is relatively easy to
justify an evaluation that is similar to others, is
favorably biased, or is based on some noteworthy
example of performance (good or bad). On the other
hand, this justification becomes far more difficult
when a precise distinction is made with an im-
precise measure or when it is necessary to recall a
steady good performance and compare it with a
sporadic brilliant one.30

A particular problem related to a military situa-
tion is reported in 1963 by Robert A. Zawacki and Peter E.
LaSota, at the time, instructors at the U. S. Air Force
Academy. They noted that:

Commanders are rightly concerned about the
direct conflict between their counseling role and
responsibilities and their role of disciplinarian.
This concern 1is understandable when one realizes
that few of our present-day commanders have much
management training to supplement the technical
competence that earned then.  their promotions and
positions of responsibility.>l
This reluctance-to-counsel problem is also related

to the gap between the appraiser's perceptions of the
employee's performance, and the employee% perception of
his performance. This appears to be related to the
"self-concept" identified by Zawacki and LaSota. In the
absence of any feedback at all, or barring negative feed-

back, the employee's concept of self tends to lead him to

30Robert C. Ford and Kenneth M. Jennings, "How to
Make Performance Appraisals More Effective," Personnel,
54, No. 2 (March/April, 1977), p. 52.

3lRobert A. Zawacki and Peter E. LaSota, "The Air
Force Supervisor: Giving and Receiving Help," Air
University Review, 25 (January/February, 1974), p. 79.
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2 If the

have a good opinion of himself and efforts.>
supervisor's opinion of the efforts is not as sanguine,
any resulting performance interview will be fraught with
conflict.33

John D. Colby and Robert L. Wallace go on to say:

Realizing that subordinates are 1likely to re-

ject their criticism, supervisors frequently avoid

confronting an employee with areas of poor perform-

ance. But the supervisor who doesn't face the

problem will find himself in a serious bind later

because he did not deal with the employee.34

On the other hand, if the appraiser is weak or
poorly trained, the realization that he must counsel an
employee on his performance may lead, indeed, generally
does lead to a higher evaluation than when explanations of
evaluations are not required.35

As Pogo is reported to have said some years ago,
"We have met the enemy and he is us." The foregoing in-
sights into counseling problems in the civilian sector are
assumed to be operational in the military as well. Cer-

tainly the three military examples of failure to counsel

321bid., pp. 78-79.

33John D. Colby and Ronald L. Wallace, "The Art
of Levelling with Subordinates about Their Performance,"
Supervisory Management, 20, No. 12 (December, 1975), bp.
27.

341pid.

35William J. Kearney, "Improving Work Performance
Through Appraisal," Human Resource Management, 17, No. 2

(Summer, 1978), p. 19.
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cited in the preceeding section stemmed from some fail-
ing. It 1is reasonable to conclude the variety of reasons

for reluctance-to-counsel were partly to blame.

Conclusion

A review of the Marine Corps Performance Evaluation

System reveals that this system is not achieving its
stated objective of effective performance coaching/coun-
seling partly because of three existing deficiencies.
First, comparison of the four stated objectives of the

Marine Corps Performance Evaluation System with the

Porter, Lawler, Hackman ideal performance appraisal model,
demonstrates that the Marine Corps system is out of date.
The most obvious deficiency is that the Marine Corps
system has no formal mechanism to identify "most effec-
tive" behavior and "least effective" behavior. Second,
the Marine Corps does not have an appraisal instrument
which is satisfactory as a performance coaching/counseling
tool. Third, the Marine Corps is failing to achieve even
the spirit of its objectives in performance coaching/coun-
seling because it does not have an adequate set of admin-
istrative controls on the coaching/counseling process.
And fourth, these controls plus training of reporting
seniors are essential to minimize the too human tendency
to avoid the stresses of face-to-face performance coun-

seling.
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At the same time, the Marine Corps' only perform-
ance appraisal instrument, the Fitness Report, does pro-

vide the Marine Corps with relatively uncontaminated

information with which the organization can make key
personnel decisions. The rank-ordered distribution, that
is, the "truth teller," and the narrative description pro-
vide the greatest share of the insight. The Fitness Re-~
port is, therefore, well suited to the institutional needs
of the Marine Corps.

What is needed is an instrument, a second instru-
ment, which has the follawing features:

(1) Behaviorally based to satisfy the criteria
suggested by the Porter, Lawler, and Hackman ideal
performance appraisal system model, and

(2) Integrated into the Performance Evaluation
System with sufficient administrative controls to
ensure that reporting seniors are, in fact, execu-

ting their duties to the letter and in the spirit
- intended.

A possible instrument which might satisfy the

Porter, Lawler, and Hackman criteria 1is behaviorally

anchored rating scales (BARS). No other appraisal systen,
r with significant <coverage 1in organizational behavior
literature, 1is so behaviorally based. Since adequate
administrative controls are relatively simple to design,
the critical questions are: do BARS, in fact, satisfy the
Porter, Lawler, and Hackman criteria? Are they feasible

for the Marine Corps?
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Chapters 3 and & examine these questions. Chap-

ter 3 is descriptive in nature, in that it describes the
early rationale for the development of BARS and presents,
in some detail, the six-step development process. Chap-
ter 4 is evaluative, in that it examines different view-

points concerning the utility of BARS as a coaching/coun-

seling instrument.




Chapter 3

BEHAVIURALLY ANCHORECZ RATING SCALES  BARS:

Because behaviorally anchored ra%i-g scales E2ARS;
are so uniquely penhavicral ir zontent and Zdifferert from
other performance appraisal formats, they wi.. ne irftro-
duced in three steos. First, an example of a behaviorally
anchored rating scale (BARS) is presented to enable thre
reader to see one dimensior of a final product. Second,
the history of B8ARS develcpment {s brief.y reviewed ¢t2
portray the originally perceived need anc motivation trat
led to the creation of a behaviorally-basen appraisal
system. An understanding of the tackgrounc will help tre
reader better appreciate the vacuum BARS are i-tended to
fill. Finally, the procedures used in the developmert of
BARS are examined in detail tc enhance the reacer's under-
standing of the method, and his ability to Jjudge foi "im-

self the method's validity and potential.

Preview: A BARS in Hand

With a behaviorally anchored rating scale (BARS) in
hand, it will be somewhat easier to visuallize the singular
benefits their early proponents had in mind, anma to follow

the logic of the development sequence.
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Figure 3, Dealing with the Public, is one of six

BARS descricing the range of job-relatecd, performance be-
haviors expecteg c¢f a police patrolman in the Dallas
Police Deoartment.l This set of BARS was developed by
Thomas A. DeCotiis as part of a doctoral dissertation.
DeCotiis determined that the precinct patrolman's Jjob is
compriseag of six major dimensions. In addition to "Deal-
ing with the Pupolic,"” the major dimensions are:

(1) Personal and Public Safety.

(2) Breaking in New Officers.

(3) written anc Oral Communication.

(4) Maturity, Conscientiousness, Dedication,
Integrity.

(5) Teamwork and Cooperation.

Referring to Figure 3, it can be seen that the be-
haviorally specific levels of performance are all related
*o one specific facet of the overall patrolman's job:
dea.irg with the public. It is also apparent that the
pehaviors are listed from "most effective" at the top to
"least effective" at the bottom. Notice that there are
seven bhehaviors, or incidents on the scale. The number of
incigents, 3s will be discussed later, will vary depending

on the job and the research design. Notice also that

Thomas A. DeCotiis, "The Development and Evalua-
tion of Behaviorallv Anchored Rating Scales for the Job of
Police Patroiman," PHD dissertation, University of

Wisconsir, 1974, prC. 284-290.
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OEALING WITH THE PUBLIC - Respects the Incividuality
of the cltizen, ana nelos citizen with matters that
may not be police business; maintains and develoos
the department's image through citizen contacts;
treats each citizen contact as thougn {t were im-
portant; exercises patience {n citizen contacts --
takes time to listen to and calm down the citizen;
maintains own "cool”® regardless of cltlzen effort tao
pravoke; avaids antagonizing or abusing citizen.

Read each examole of oatralman hehaviar and then put

3 check-mark by the example that best represents how you
woulg expect the patrolman you are rating to typically per-
form in this aspect of his jab.

7.

A\

___ A patrolman was flagged down by a woman with sev-
2val small cnildren. The woman told the patrolman
that she had no money or fooa for nerself or her
children. The gatrolman assisted the woman in fing-
ing emergency helo for herself and her children.

_._ A patrolman noticed a new sture about to coen on
his beat. The patrolman went to the location aand
introduced himself to the owners, explained available
police programs, and discussed building security witn
them.

___ A patrolman and his oartner were called to a dis-
turdance between a QTrunxk man anad his wife. The hus-
Jand tald the 2atralmen that ne was going to "“work
them over" if they didn't get out of his house. This
patrolman explaineg to the man that they were not
s00king rfor trouble, put only for a way to help the
man and his wife. Afte:r about 20 minutes of talking
tne man willingly went t0 a neighbor's hguse to spenc
tne night.

_ A patrolman was called ~“u a comestic disturbance
wnere a man had threatened to xill nis wife., The
patrolman talked t3 the man, =hile the man explained

his troubles to the patraolman and calmed himsalf down.

____ When called to a family alsturbance that i{s st{ll
in the talking stage, the satrolman listens for a few
minutes in order to find out «nat the problem is. If
the disturbance seems to be getting cut of hand, the
patrolman separates tnhe oparties and listens to toth
sides. He then brings them together again ang lets
them try to resolve the oroplem.

A motorist was stocoed for running a red light.
The motorist was polite at first contact ang sorery
that he had made a mistake. The patrolmar lectured
the motorist at length about his bad oriving habits
and ended up upsetting hinm.

__A patrolman stoooeg a motorist for speeding in an
ald run-down car. The patrolman aporoached the ve-

hicle and said to the driver, "I'm surprised you can
move, let alone exceead the sgeed limit {n this heao".

Figure 3.

Dealing with the Public
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Dealing with the Public is one of six job dimensions. The

number of job dimensions may vary from 5 tg as high as
21. Finally, it should be noted that the BARS are devoicd
of ambiguous traits and other vague references to person-
ality.

For the benefit of the reader four additional com-
plete sets of BARS are incorporated into this study as
Appendixes €, D, E, and F. They are interesting because
each is a military application of BARS theory. The ap-
pendixes focus on Naval officers, U.S. Navy recruiters,
West Point cadets, and Marine Corps recruiters. Now, what
do these BARS do that other appraisal instruments do not?
To answer this question it is necessary to review the work
of Patricia C. Smith and L. M. Kendall, the original

researchers and proponents of BARS.

History of BARS Development

The history of BARS development falls into two
periods: the 1960's and the 1970's. In 1963, Smith and
Kendall reported their revolutionary performance appraisal
system in a seminal article in the Journal of Applied
Psycholoay. This methodology laid dormant until the early

1970's when it attracted a small but ardent following.

1963: The Seed

Smith and Kendall felt that traditionmal trait-

oriented appraisal Instruments developed for organizations
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by psychologists resulted in the psychologists' values,
interpretations, and beliefs about behavior being imposed
on the raters.2

As noted in Chapter 2, Smith and Kendall suggested
that traditional rating procedures were not taken seri-
ously by raters because the raters felt the appraisal
instruments lacked face-validity. Smith and Kendall rea-
soned that the lack of face validity led to a decreased
commitment on the part of the raters, and this, in turn,
tended to result in considerable psychometric error. They
hypothesized that wvalid, reliable appraisal instruments
could be developed with the participation of persons know-
ledgeable in the particular job. They decided wupon a
variation of the critical incident method in which a range
of reasonably expectable hypothetical behaviors would be
generated by supervisors familiar with the job for which
the instrument was being developed. The incidents would
be sorted by related types into job dimensions. For in-
stance, all incidents describing some manner of speaking
or writing would probably be grouped into a dimension
titled "communications" and incidents related to an abil-
ity to fix machinery would be grouped under "mechanical

aptitude." Then all behaviors within one dimension would

2patricia C. Smith and L. M. Kendall, "Retransla-
tion of Expectations: An Approach to the Construction of
Unambigucus Anchors for Rating Scales," Journal of Applied
Psychology, 47, No. 2 (1963), p. 149.

A

i
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be scaled in levels from "most effective" to "least effec-
tive." It was reasoned that an employee's actual perform-
ance would reside somewhere along the rtesulting scales.
It was also reasoned that the participation would lead to
scaled behaviors described in the language related to the
job and reflecting insight into the nature of the job.
This, hopefully, would lead to increased commitment on the
part of the supervisors in completing ratings because of
the obvious validity and usefulness of the descriptions.

Smith and Kendall concluded that:

The potential advantages of scales . . . are obvi-

ous; they are rooted in, and referable to, actual

observed behavior; evaluations of the behavior have

been made by Jjudges at least reasonably comparable

to tgose who will eventually wuse the scales;

At the time of their original work on the BARS,
Smith and Kendall were attempting to cope with three psy-
chometric problems evident in existing performance apn-
praisal formats: central tendency, halao, and leniency.
Accordingly they expected the BARS would reduce the three
sources of measurement error because:

The use of expected behaviors is intended

to encourage such conscientiousness by making

the predictions (a) so concrete that, in view

of previous agreement by the peer (head nurse)

group, central tendency or hedging effects

will be minimized; and (b) so verifiable that
the insight, judgement, values, etc., of the

31bid., p. 154.
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rater are potentially challenged if later be-
havior of the ratee should fail to confirm the
prediction.%

It is interesting to note that little, if any, fur-
ther research was performed on the BARS process from 1963,

when the Smith and Kendall article first appeared in the

Journal of Applied Psychology, until 1973. It 1s worth

noting that the original researcher's interest in the
scales was 1in large part psychometric and not opera-
tional. Operational refers to the standard organizational
uses of an appraisal instrument: assignments, selection,
promotion, counseling. Psychometric means problems purely

in measurement such as validity, reliability, and error.

The 1970's: The Sapling

In 1973 and 1974 several articles appeared report-
ing further research into BARS, again, focusing primarily
on psychometric consideratians. In 1976, William J.
Kearney wrote his first of three articles on the opera-

5

tional possibilities of BARS, The Kearney articles, in

41bid., p. 151. The word "prediction" refers to
the use of the phrase "Could be expected . . ." which pre-
ceeds each level of behavior within a performance dimen-
sion. This phraseology is used to facilitate the rating
of a person in a particular performance dimension even
though the person's performance relative to that dimension
was not, in fact, observed. Thus Smith and Kendall are
saying that a rater is well advised not to be too generous
in marking an unobserved dimension because subsequent
observation of the ratee in this dimension may not bear
out either an undeservedly inflated or severe rating.

5These articles are cited extensively in Chap-

ter 4.
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the opinion of the author, have been largely responsible
for bringing BARS out of the classroom and into the busi-
ness world.

Before considering in detail the operational prop-
erties of BARS, as well as a number of additional advan-
tages and reported disadvantages, it is necessary to know
how they developed. It will be ogbvious that a number of
the psychometric problems could stem from a poorly de-
signed or executec development procedure. Many of the
indirect advantages, however, stem from the development

process as well.

BARS Development Procedures

BARS are developed following a six-step procedure
originally developed by Smith and Kendall in 1963. Since
the publication of their study, over twenty other BARS
studies have been described in periodicals and disserta-
tiaons. Each of the subsequent researchers used a BARS
development methodology which varied only slightly from
the original Smith and Kendall method. Successive refine-
ments to the basic procedures resulted frgm insights gen-
erated by each succeeding study. To effectively present
the refinements to BARS methodology it 1is necessary to
present an overview of the six-step process. Then each
step will be described in more detail based upon findings

of the more recent studies.
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It must be borne in mind that the object of the
BARS development process is to break a job down to its
component parts, that is, into its various job dimen-
sions. Then, within each job dimension, to describe the
range of specific behaviors which an observer can reason-
ably expect to see a worker exhibit. Finally, the behav-
iors within each job dimension must be scaled from that
which is "most effective" in leading to organizationally
desirable results to that which is "least effective." A
feature which contributes to the reliability of the Smith
and Kendall six-step procedure is the separation into two
groups of those equally qualified, Jjob-knowledgeable
supervisors in the organization who will be working with

the researcher.6

The purpose of the second group, e€s-
sentially, is to validate the product of the first group.

Table 1 summarizes the six-step process.

6L. L. Cummings and Donald P. Schwab, Performance
in Organizations: Determinants and Appraisal (Glenview,
T1: “Scott, Foresman, 1973), p. 94.
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Table 1.
Modified Smith & Kendall
BARS Development Procedure.
Step/
Participants Activity
1 Incident Generation
Group A Group A generates an exhaustive 1list of
critical incidents and mid-range, average
behaviors observed on the job. This
should encompass all incidents from every
imaginable facet of the job.
2 Clustering & Scaling
Group A First, Group A separates the incidents
into clusters of related behaviors. The
clusters, upon further refinement, emerge
as job dimensions. Normally 8 to 12 job
dimensions are identified. Second, the
group scales the behaviors within each
job dimension from "most effective" in °
terms of producing organizationally ef-
fective results to "least effective."
3 Retranslation of Clustering & Scaling
Group B Group B 1is provided with the incidents

generated by Group A in Step 1. Group B
then replicates the clustering and scal-
ing tasks performed by Group A in Step
2. At this point the researcher has two
sets of raw, unrefined BARS. This step
is referred to by Smith and Kendall as
the retranslation step because it re-
sembles the drill wherein a second stu-
dent retranslates back into the original
language a paragraph translated into

7particia Cain Smith and L. M. Kendall, "Retrans-
lation of Expectations: An Approach to the Construction
of Unambiguous Anchors for Rating Scales," Journal of
Applied Psychology, 47, No. 2 (1963), pp. 151-155.
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English from a foreign language paper by
a first student.8

4 Reconciliation of Clusters, Rescaling
Researcher The two groups' results are reconciled if
necessary. Reconciliation will be neces-
sitated by Group B identifying more,
fewer, or significantly different job
dimensions than Group A. Group A and B8
are asked to agree, if possible, on a set
of job dimensions. To the extent agree-
ment is reached, each group, separately,
reassigns the incidents and Dbehaviors
effected by the reconciliation to the
appropriate job dimension, and rescales
those job dimensions 1in which changes

have occured. At this point the re-
seacher carefully examines and compares
the results. Those behaviors which were

either not assigned to a job dimension or
were assigned to different job dimensions
by Groups A and B are dropped.

5 Examination for Variance

Researcher Each job dimension 1s examined in de-
tail. The surviving behavioral incidents
are examined for variance relative to the
degree of agreement between Groups A and
B where the specific behaviors should be
located in the "most effective"--"least
effective" behavior scale. This involves
determining the mean scale rating for
each retained incident, and its standard
deviation as well.

8Marine Corps Order P1510.238B, Instructional
Systems Development, describes an alternative method for
analyzing the content of a job. The focus of the order is
the development of training systems by analyzing job con-
tent in considerable detail. The order established a
hierarchy of job-related terms with specific operational
definitions of each. The terms and definitions are:
Job--the duties and tasks performed by a single worker
constitute his/her job. If identical duties and tasks are
performed by several individuals, they all hold the same
Job; duty--one of the major subdivisions of work performed
by one 1individual. One or more duties constitute a job,
task--formed in clusters which make up duties. A task is
the lowest level of behavior in a job that describes the
performance of a meaningful function in the job under con-
sideration. This document and 1its spin-off will be re-
f ferred to in Chapter 6.
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6 Final BARS

Researcher Incidents whose degree of variance lie
within pre-determined 1limits are re-
tained; those which exceed the limits are
dropped. The retained behavioral 1inci-
dents residing with the job dimension
agreed upon by Groups A and B constitute
the resultant BARS. Normally the BARS
will be comprised of 8 to 12 Jjob dimen-
sions and from 7 to 9 scaled behavioral
incidents within each job dimension.

From a reading of Table 1, it is reasonably clear
that the develogpment of a set of BARS which “involves con-
siderable developmental effort"9 is a major project. A
number of the subsequent researchers have reported lessons
learned and insights which should ease the path for future
BARS developers. One or more of the lessons learned and
insights are applicable to each of the six general steps.

The following paragraphs amplify each step based upon re-

cently reported BARS development studies.

Step l: Incident Generation

Incident generation is relatively complicated.
While it is difficult to describe one step as more impor-
tant than the rest, the first step is the one most fre-
guently alluded to as a source of problems. Lessons
learned and insights fall into four general categories.

Participation of Supervisors. First, Smith and

Kendall hypothesized that supervisors "share some common

9Cummings and Schwab, loc. cit.
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core of experience and of values concerning behavior on

the jobs they will rate."10

Thus they also have more
first hand knowledge of what behaviors occur on the job,
and of those behaviors, which lead to acceptable perform-
ance. Equally important is that their gerneration of inci-
dents produces inputs expressed in the language of the

11,12

organization. This wuse of organizationally pecu-

liar language should result in incidents which are less
ambiguous and more relevant to the persons who will ulti-

mately use the BARS.13

Finally, the participation of
supervisors in developing incidents should have a favor-
able impact on hoth the validity and reliability of the
final 3ARS.14 .

Number of Incidents Generated. Second, realizing

that a number of the generated incidents will probably be

10smith and Kendall, op. cit., pp. 150-151.

1l1a, Benton Cocanougher and John M. Ivancevich,
"'8ARS' Performance Rating for Sales Force Personnel,"
Journal of Marketing, 42, No. 3 (July, 1978), p. 89.

1256hn P, Campbell and others, "The Development
and Evaluation of Behavigrally Based Rating Scales,"
Journal of Applied Psychology, 57, No. 1 (February, 1973),

p. 15.

1330hn M. 1Ivancevich, "Expectancy Theory Predic-
tions and Behaviorally Anchored Scales of Motivation: An
Empirical Test of Engineers," Journal of Vocational

Behavior, 8, No. 1 (February, 1976), p. 73.

l4_ awrence Fogli, Charles L. Hulin, and Milton R.
Blood, "Development of First-Level Behavioral Job Cri-
teria,” Journal of Applied Psychology, 55, No. 1 (Febru-
ary, 19717, p. 7.




50

set aside because of lack of agreement between Groups A
and B in clustering the incidents under the same job di-
mension, and because of excessive variance, the question

« is how many incidents must be generated? There 1is no

single answer. A well constructed set of BARS is said to
feature 8 to 10 job dimensions with 7 to 9 incidents with-
in each dimension. Accordingly the minimum number of
incidents required ranges from 56 to 108, and that is

without setting any aside during steps 3 through 6.

Clearly many more incidents than the minimum range are
needed prior to commencing <clustering and scaling.
Goodale and Burke obtained 360 potentially useful inci-
dents in a 1975 study in which BARS were developed for
nurses. After retranslation and examination for variance,
their BARS resulted in 10 dimensions of 6 or 7 incidents
each. As a result they used less than 70 incidents from
their original population of 360.15 Fogli, Hulin, and
Blood generated 251 incidents for grocery store checkout
clerks alone! Although their article did not state the

number which comprised the final set of BARS, this

author's estimate, based on inferences drawn from their L

article, is that less than 80 were finally used.l®

1

: 15ponald P. Schwab, Herbert G. Heneman, III, and

: Thomas A. DeCotiis, "Behaviorally Anchored Rating Scales:
A Review of the Literature," Personnel Psychology, 28, No.
4 (Winter, 1975), pp. 557-558.

16rogli, Hulin, and Blood, loc cit.
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It is important, therefore, to generate a large
number of incidents. This author recommends that a mini-
mum of 200 incidents be written prior to advancing to Step
2--Clustering and Scaling. A caveat is that each of the
incidents must be able to -tand alone, that 1is, incidents
cannot be created whimsically simply to generate a minimum
number.

Need for Mid-range Incidents. Third, critical in-

cidents are the most easily generated. This is because,
as examples of extremely good or extremely poor behavior,
critical incidents are the ones most easily remembered by
supervisors. But BARS require much more information on
job-observabte behavior than only the very best and the
very worst examples. Smith and Kendall dealt with the
question as follows:

Use of critical incidents, although ex-
tremely desirable because of reference to
observed behavior (Flanagan, 1949), was eli-
minated since pretests had indicated that be-
cause of variations in the nursing situation a
specific critical behavior often could not
occur and hence could not serve as a basis for
rating; and since most critical 1incidents
cited tend to be too extreme for good psycho-
metric policy which reguires most accurate
rating near the mean, rather than at the
extremes.l7

Reliance on critical incidents leaves a void in the mid-

region where the vast majority of behavior tends to take

17patricia Cain Smith and L. M. Kendall,
"Retranslation of Expectations: An Approach to the Con-
struction of Unambiguous Anchors for Rating Scales,"
Journal of Apolied Psychology, 47, No. 2 (1963), p. 150.
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place. Robert S. Atkin and Edward J. Conlon recommended

4 concentrating on a central tendency measure in beginning
18

i to build the 1list of incidents. Clearly the genera-

tion of mid-range behavior is a problem the researcher

haviors, as reported by three different studies, can be
t.l9'20'21

‘ must be =zlert to. Generation of wuseful mid-range be-
|

difficul This poses a paradox for the re-
searcher: ", . . because most behavior occurs in the
mid-range, it is there that accurate appraisal is particu-
larly necessary. Extremely good and extremely poor per-
formers could probably be identified by much <coarser
22

evaluation systems."

Techniques for Generating Incidents. Finally, two

studies reported specific techniques to encourage partici-
pating supervisors to produce a set number of incidents.

In one case supervisors were simply asked to describe five

18robert S. Atkin and Edward J. Conlon, "Behav-
iorally Anchored Rating Scales: Some Theoretical Issues,"
Academy of Management Review, 3, No. 1 (January, 1978),
p. 124.

191pid.

20Richard W. Beatty, Craig E. Schneir, and James
R. Beatty, "An Empirical Investigation of Perceptions of
Ratee Behavior Frequency and Ratee Behavior Change Using
Behavioral Expectation Scales (BES)," Personnel Psychol-
ogy, 30, No. 4 (Winter, 1977), p. 655.

2lFrank J. Landy and Robert M. Guion, "Develop-
ment of Scales for the Measurement of Work Motivation,"
Organizational B8ehavior and Human Performance, 5, No. 1
{January/February, 1970), p. 101.

22atkin and Conlon, oo. cit., p. 123.
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examples of effective performance and five examples of

ineffective perf‘ormance.23

In another, supervisors were
given the names and narrative descriptions of the de-
scribed job dimensions and asked to describe for each job
dimension one example each, of good, satisfactory, and
poor job behavior.za Using either approach the re-
searchers will have no difficulty eliciting two hundred
plus 1incidents assuming they have a sufficiently large
number of supervisors participating. The second approach
appears to cause the participating supervisors to concen-
trate on the satisfactory mid-range behavior. Another
study accomplished the generation of incidents with a
tightly controlled oprocess in which each participating
supervisor was asked specific questions related to pre-
determined job dimensions by the researcher.25

By specifying the job dimensions the researcher

provided the catalyst around which the participating

supervisors would cluster and scale the incidents in Sten

233ohn P. Campbell, and others. "The Development
and Evaluation of B8ehaviorally Based Rating Scales,"
Journal of Applied Psycholoay, 57, No. 1 (February, 1973),
p. 16.

24sheldon Zedeck, and others. "Development of
Behaviorally Anchored Rating Scales as a Function of
Organizational Level," Journal of Appliec¢ Psychology, 59,
No. 2 (1974), p. 250.

25_awrence Ffogli, Charles L. Hulin, and Milton R.
Blood, "Oevelopment of First-Level B8ehavicral Job Cri-
teria," Journal of Applied Psycholoagy, 55, No. 1 (Feb-

ruary, 1971), pp. 3-4.

T A i
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2. In each of tne foregoing examples of "priming the
pump," the reseachers were ensuring the generation of an
adequate number of incidents. In addition they were also
attempting to influence the range of incidents to ensure
the jot domain was described completely and exhaustively.
If a job is only partially covered by the generated inci-

dents, the BARS could end up defective.25

Step 2: Clustering and Scaling

Clustering and scaling 1is somewhat more straight
forward than incident generation. It 1is actually two
tasks. In the clustering aspect the group attempts to
gather together related behaviors such as communication
skills, organizational ability, reaction under pressure
and so on. Having clustered the behaviors, an attempt is
made to define the job dimension in terms of the behaviors
which appear to comprise the cluster. A concensus is
reachec in the group as to the number and definition of
the job dimensions. Then each member makes final adjust-
ments in terms of the job dimension to which the person

has assigned each behavior.27

At this point the re-
searcher analyzes the result. Seventy percent of the

group members must assign each behavior to the same job

26p., Benton Cocanougher and John M. Ivancevich,
"'BARS' Performance Rating for Sales Force Personnel,"
Journal of Marketing, 42, No. 3 (July, 1978), p. 89.

271nid., p. 90.
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28,29,30 This

dimension for the behavior to be retained.
process is called "agreement."

The researcher may assign any percentage that seems
justifiable. Reports studied reflect percentage of agree-
ment as low as 60 percent. Conversely, one study required
agreement at the 80 percent level. If the percentage of
agreement is less, the behavior is dropped.

Now scaling can begin. Group members now attempt
to scale the incidents on a seven to ten point continuum.
"Most effective" behaviors and "least effective" behaviors
provide the anchors, the less extreme and the mid-range

behaviors fill the center.31

Once the scaling is com-
pleted the researcher has a preliminary set of BARS. Now,
to ensure a higher level of validity and reliability the
generated incidents, less those dropped for lack of agree-
ment, are scrambled and given to Group B for a separate,

independent "retranslation."

Step 3: Retranslation

Retranslation is a reiteration of c¢lustering and

scaling in which the supervisors in Group B work with the

28pgnald P. Schwab, Herbert G. Heneman, III, and
Thomas A. DeCotiis, "Behaviorally Anchored Rating Scales:
A Review of the Literature," Personnel Psychology, 28,
No. 4 (Winter, 1975), p. 558.

29Cocanougher and Ivancevich, op. cit., p. 90.
30zedeck and others, loc. cit.

3lcocanougher and Ivancevich, loc. cit.
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surviving incidents generated by Group A. Retranslation
assures highly specific and non-ambiguous meaning to the
job dimension and eliminates incidents which do not fall

clearly into a single dimension.32

In this step, the
researchers have the latitude to provide Group B with
identity and definitions of job dimensions developed by
Group A.33 On the one hand, providing the identity and
definitions of Jjob dimensions obviates the cumbersome
reconciliation process, but on the other, it restricts
Group B8's originmal contribution and possibly limits the
degree of wvalidity and reliability that the use of a
second group adds to the project. Prior to scaling, the
researcher will analyze the Group B results to eliminate
those behaviors for which there is less than 70 percent
agreement in assignment to clusters. The retranslation
procedure may lead to unanticipated eliminations.
Smith and Kendall cited the following example:

Some of the eliminations are interesting

in themselves; items designed to illus-

trate "Reaction wunder Pressure", for

example, were frequently allocated to

"Organizational Ability"™ or "Knowledge

and Judgment", on the grounds that a
certain degree of crisis is normal in

325schwab, Heneman, and DeCotis, op. cit., p.
552.

333ohn  P. Campbell and others. "The
Development and Evaluation of Behaviorally B8ased
Rating Scales," Journal of Applied Psychology, 57,

No. 1 (February, IS573), p. Is.




57

nursing and ability to meet it involves

primarily westablishing priorities and

knowing what to do.
At this point, however, the researcher has two sets of
unrefined BARS. The researcher may find that the un-
refined BARS have gaos.35 One suggestion has been to
ask the participants to generate additional behaviors
which appear to fill in the existing gaps. The assumption
is that the "filler" behaviors would be mutually agreeable

to both groups.

Step 4: Reconciliation

Reconciliation, if it is necessary, is accomplished
prior to examining for variance. A number of the studies
reflected that researchers acting as facilitators in the
first three steps made unnecessary subsequent reconcilia-

36,37,38

tion of the Group A and B results. An interest-

ing corollary to this problem is the studies in which both

34patricia Cain Smith and L. M. Kendall, "Re-
translation of Expectations: An Approach to the Construc-
tion of Unambiguous Anchors for Rating Scales," Journal of
Applied Psychologqy, 47, No. 2 (1963), pp. 152-153.

35campbell and others, loc. cit.
36Campbell and others, loc. cit.

37 awrence Fogli, Charles L. Hulin, ar Milton R.
Blood, "Development of First-Level B8ehaviora b Cri-
teria,” Journal of Applied Psycholoay, 5%, No. 1 (Feb-

ruary, 1971), p. 4.

38Timothy J. Keaveny and Anthony F. McGann, "A
Comparison of Behavioral Expectation Scales and Graphic
Rating Scales," Journal of Applied Psychologv, 60, No. 6
(1975), p. 696.
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supervisors and workers participated in the incident gen-
eration and clustering/scaling steps. In these situations
it was found that the incidents and subsequent clusters
would be basically in agreement but the workers would de-
velop one or more job dimensions that were distinctly dif-
ferent from one or more of those developed by super-

39

visors. The conclusion 1is that persons at different

levels in the organization will have different perceptions

of the job domain.*0r%1

Step 5: Examination for Variance

Examination for Vvariance 1is the quality control
measure related to scaling. All members of Groups A and B
scale each retained incident within the job dimension
using a 10 point scale. The scale numbers assigned by
each member of Group A and Group B for each incident are
summed, averaged, and computed for standard deviation. If
the result shows the incident to have a standard deviation
of less than 1.50, that behavior is retained. At the dis-

cretion of the researcher the standard deviation criterion

39sheldon Zedeck and others, "Development of
Behaviorally Anchored Rating Scales as a Function of
Organizational Level," Journal of Applied Psychology, 59,
No. 2 (1974), pp. 249-250.

401pid., p. 251.

4lMilton R. Blood, "Spin-offs from Behavioral
Expectation Scale Procedures, "Journal of Applied Psychol-
ogy, 59, No. 4 (August, 1979), pp. 513-5I1a4.
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42,43, 44

can range between + or - 1.00 and + or - 2.00.
The behavior is inserted in the final BARS at a point on

the scale that represents its scalar average.

Step 6: Final BARS

The Final BARS are compiled once the examination of
variance has been completed. The BARS are comprised of
those surviving incidents which are now clustered in re-
lated job domains and scaled in a hierarchical fashion
along a range of 10 to 0. As a rule there will be from 8

to 12 job dimensions with 7 to 9 incidents each.aS

It
is not necessary or even desirable to stay within the
indicated ranges if there is sufficient reason for greater
or lesser numbers of Jjob dimensions or incidents. One
study reported 21 job dimensions.46

As a last adjustment, the researcher frequently
drafts each behavior such that it reads "could be expected
to . . ." This convention was begun by Smith and Kendall

who believed that:

42schwab, Heneman, and DeCotiis, op. cit., pp.
558-559.

43zedeck and others, op. cit., p. 250.
44campbell and others, loc. cit.
45Robert S. Atkin and Edward J. Conlon, "Behav-

iorally Anchored Rating Scales: Some Theoretical Issues,"
Academy of Management Review, 3 No. 1 (January, 1978),
p. 122.

467edeck and others, op. cit., pp. 250-251.
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. .Calling for the rater to make such pre-

dictions implies that he is willing to infer from

observations of behavior, that he has his own--at

least implicit--belief about the intercorrelation
of behaviors.%

The "cculd be expected. . ." format is mentioned
consistently in BARS related 1literature. Paradoxically
none of the BARS examples which accompany this study were
expressed in the predictive manner.

Assuming BARS were put to a Marine Corps applica-
tion the necessity to make predictions should be obviated
by the tendency of most officers to know their men well

and to observe their performance throughout a marking

period. For a reporting senior to fail to have such know-

ledge is considered to be poor leadership.

Summary

It can now be appreciated why behaviorally anchored
rating scales have such an intuitive appeal. The example

of a BARS, Dealing with the Public, provided the reader

with a set of behavioral descriptions that he was easily
able to relate to his observations of police officers over
the vyears. Hopefully, the reader was able to recall
police officers whose behavior would have matched that
behavior described at the "most effective" end of the

scale. Possibly the reader recalled some behavior that

} 47smith and Kendall, op. cit., p. 150.
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would be pegged further down the scale. In either case,

there is little question that the BARS, Dealing with the

Public, has considerable surface validity. The example
was followed by a review of the history of BARS develop-
ment. This review enabled the reader to appreciate the
vacuum which BARS are expected to fill. Finally, the
detailed description of the six-step process acquainted

the reader with the uniquely behavioral content of a BARS

AR

and the careful, circumspect process by which they are

developed. From the foregoing, it can be seen that BARS
are worth considering carefully as a potential coaching/
counseling irstrument for the Marine Corps.

This chapter has been essentially descriptive and

non-judgmental. The following chapter 1is evaluative in
nature. BARS will be examined from the viewpoints of the
protagonist as well as the antagonist. At the end of the
chapter the reader will have a considerably clearer
picture of the full potential of BARS as a performance

coaching/counseling instrument.




Chapter 4

VIEWPOINTS ON BARS

In the growing body of literature on the subject,
behaviorally anchored rating scales (BARS) have been
praised for their usefulness as a counseling tool and
feedback mechanism, and becauce the development process
provides unforeseen benefits to the organization, over and
above counseling advantages. At the same time, they have
been criticized for psychometric reasons and for research
design considerations. In evaluating BARS, it is wuseful
to consider these viewpoints, but only from the aspect
from which they address BARS. Both the favorable and the
unfavorable comments must he carefully scrutinized before
making the decision to accept or reject BARS as a coach-
ing/counseling instrument. It is as serious to accept
BARS for favorable but fallacious reasons as it is to dis-
count them for unfavorable yet easily rectified criticisms.

There are five different collective viewpoints on
BARS. The first four relate directly to BARS as a per-
formance appraisal concept; the fifth pertains to spin-off
benefits from the development process. The first set of
viewpoints reflects specific advantages determined by be-
havioral scientists in the conduct of their studies. The
second set of viewpoints are positive operational charac-
teristics attributed to BARS. While a number of managers
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and scholars have written on this topic, the focus is on
one author to show the development of thought in this area
over a relatively short time. The third set of viewpoints
is directed toward psychometric properties of BARS. Con-
s.derable disagreement can be found on the subject of BARS
psychometrics. The fourth set of viewpoints encompasses
disadvantageous aspects of BARS as seen by a number of
researchers. Fifth, and finally, are benefits attributed
to BARS which are not specifically related to the perform-

ance appraisal process.

Advantages of Using BARS

Researchers have identified five significant ad-
vantages of BARS over traditional rating formats. The
advantages are (1) identification of major job components,
(2) clear and unambiquous language, (3) ability to pin-
point employee behavior, (4) reducticn of disagreement
between rater and ratee, and (5) improvement of perform-

ance.

Identification of Major Job Components

Among the primary operational advantages of BARS
over other forms of appraisal instruments, particularly
traditional formats such as graphic rating scales, rank

ordering, etc., is that the major dimensions of the job

bt
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are identified through the incident generation and clus-

1,2 Job dimensions, coupled with the

tering technigues.
description of each dimension written in behavioral terms,
enable the supervisor to communicate more effectively the
supervisor's expectations to the new employee. Job de-
scriptions derived through the BARS development process
are considered to be superior to job descriptions prepared

through other means.3

Language of BARS is Clear and Unambiguous

Because BARS are written with supervisors' input,
they are likely to result in clear and unambiguous termin-
ology. Not only the terminology but the fact that job
knowledgable persons participated in the development pro-
cedure may promote greater acceptance of the appraisal by

4

both the rater and the ratee. It 1is predicted that

such acceptance "may have a direct positive impact on the

lThomas A. DeCotiis, "An Analysis of the External
Validity and Applied Relevance of Three Rating Formats,"
Organizational Behavior and Human Performance, No. 19

(August, 1977), p. 249.

2ponald P. Schwab, Herbert G. Heneman, III, and
Thomas A. Deotiis, "Behaviorally Anchored Rating Scales:
A Review of the Literature," Personnel Psvchology, 28, No.
4 (Winter, 1975), p. 559.

3wendell L. French, The FPersonnel Management
Process (4th ed.; Boston: Houghton Mifflin, 1978), pp.

173-180.

4a. Benton Cocanougher and John M. Ivancevich,
"BARS' Performance Rating for Sales Force Personnel,"
Journal of Marketing, 42, No. 3 (July, 1978), p. 90.
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reliability of the ratings."5 Reliability, as well as
validity, is important in performance appraisal. In fact,

concern with psychometric error was cne of the primary

reasons driving Smith and Kendall's original research on

BARS.

: Pin-Point Employee Behavior

The scaled behaviors enable the supervisor to accur-
ately pin-point an employee's behavior. While the scales
! are not finite, the "most effective” to "least effective"

behavior enables the supervisor to juxtapose upon or to
; insert the observed behavior between articulated behaviors
recorded on the BARS for the particular job dimension.
From the viewpoint of individual and organizational de-
velopment the task is actually one of motivating the em-
ployee to strive for a higher level behavior. Even the
most enthusiastic proponents of BARS, however, admit that
having BARS available for coaching and counseling does not
either guarantee that the rated employees will want to
know where they stand, or ensure that the rating super-
visors will overcome their afore mentioned reluctance to ;
counsel.6 At this juncture, concepts of motivation such
as Expectancy Theory, Path-Goal Theory, and Equity Theory,

which are beyond the scope of the thesis, come to bear.

5schwab, Heneman, and DeCotiis, op. cit., p. 552.

6william J. Kearney, "Improving Work Performance
Through Appraisal,” Human Resource Management, 17, No. 2
(Summer, 1978), p. 23.
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Then by identifying on-the-job behavior and placing it in
the hierarchy of evaluated behaviors, the supervisor is in
a much bhetter position, both during the initial employee
orientation and the performance appraisal interview employ
these very plausible motivation theories.7 The point is
that BARS address the sources of rater and ratee resis-
tance to effective performance counseling. They "provide
clear-cut goals, a useful method of measuring behavior for
improvement, and feedback in a form that makes changing

behavior and performance easier."8

Reduction of Rater-Ratee Disagreement

Related to the reluctance to counsel 1is the fear
that the person being counseled will react negatively to
the counseling. Frequently, the reason for the negative
reaction is an honest disagreement with the rater over the
frequency of occurance of past behaviors which led to the
result recorded on the performance appraisal. An impor-
tant study by Richard W. Beatty, Craig E. Schneier, and
James R. Beatty concluded that use of BARS reduces rater-
ratee disagreement concerning the job behavior of the
ratee. In this study, the effectiveness of BARS was com-

pared against two other appraisal formats. One was a

7James G. Goodale and Ronald J. Burke,
"Behaviorally Based Rating Scales Need Not be Job
Specific," Journal of Applied Psychology, 60, No. 3 (June,
1975), p. 389.

8Kearney, loc. cit.
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single, global, 100 point scale of overall performance;
the other was a series of job dimensions each featuring a
five-point, adjective-anchored scale. The BARS, because
they are behavioral in nature coupled with their other
development features, were demonstrated to be clearly
superior.9 The impact of this finding 1is very impor-
tant. It suggests that BARS have the potential to reduce
significantly the amount of reluctance to counsel and
presumably, to be counseled, that stems from rater-ratee

disagreement.lO

Improvement of Performance

A most significant finding in the same study pro-
vides the single most persuasive argument for the adoption
of BARS. BARS were compared with the other two formats to

)

measure effectiveness as a means of improving perform-
ance. The autheors concluded that BARS "may be useful in
improving performance if <clear performance expectations
are agreed upon and specific (behavicral) feedback is

wll

given ratees. The performance expectations referred

to are the scaled behaviors within each job dimension.

9Richard W. Beatty, Craig E. Schnei&, and James R.
Beatty, "An Empirical Investigation of Perceptions of
Ratee Behavior Frequency and Ratee Behavior Change Using
Behavioral Expectation Scales (BES)," Personnel Psycho-
logy, 30, No. 4 (winter, 1977), pp. 650-653.

101bid.

4
llgeatty, Schneir, and Beatty, op. cit., p. 653.
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The feedback 1is assisted by using the scales to observe,
analyze, and coach the employee concerning the improvement
of his on-the-job behavior. BARS are wuniquely able to
facilitate feedback on a behavioral basis. Nog other form
of performance appraisal instrument known to the author
facilitates the wunambiguous statement of hehavioral ex-
pectations and rendering of o¢bjective feedback to the
degree that BARS do.

An equally important study related to performance
and attitudes toward performance appraisal was reported by
John M. Ivancevich in the April, 1980, Journal of Applied
Psychology. He conducted a study over a twenty month
period of professional engineers in a large corporation.
The purpose was to compare the effectiveness of behavior
expectation scales (BES) against the <company's long-

12

standing, familiar, trait evaluation system. The

study tested the following two hypotheses:

(a) Engineers being rated with a BES will report
more favorable reacticns toc performance evaluation
characteristics, less job-related tension, more job
satisfaction, greater organizational commitment, and
higher internal motivation than engineers being
rated with a trait based system. (b) E igineers
being rated with the BES will show more improvement
on three performance measures--cost, scheduling, and
grievances--than engineers being rated by a trait
evaluation system.

1230hn M. Ivancevich, "A Longitudinal Study of
Behavioral Expectation Scales: Attitudes and Perform
ance." Journal of Applied Psycholoagy, 65, No. 2 (April,
1980), pp. 139-146. Behaviorally anchored rating scales
(BARS) are referred to by a number of bhehavioral
scientists as behavioral expectation scales (BES).

131pid., o. 140,
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Ivancevich concluded:

The results indicate, however, that the BES system
engineers showed and reported more improvements in
attitudes and performance than engineers using the
trait system.

The positive improvements in attitudes and
performance were certainly welcomed by the manage- ;
ment of the organization. They are also especially E
significant when one considers that the BES raters
received no formal training using the scales, only |
some of the raters were actually involved 1in the 3
development of the_ BES, and the system was in use
for just 18 months.l4

Operational Characteristics of BARS

William J. Kearney has written three thought-
provoking articles on the operational characteristics of
BARS. The first article presented a broad concept for
BARS used as a coaching/counseling instrument. The second
article focused on the capability of BARS to provide
specific, descriptive feedback. The third, and most t
recent article, suggests that managers use management by
objectives (MBQO) and BARS as integrated, complementary
techniques with which to assess behavior, performance,
effectiveness, and results.

In 1976, in his first BARS article, Kearney noted
that organi:ations hope to achieve two ends from their ]
appraisal instruments: judgmental and developmental.

Judgmental ends enable management to make decisions on

l41pid., p. 145.
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promotions and transfer; developmental ends enable man-
agers to coach and counsel individual subordinates for the
overall benefit of both the man and the organization.
Managers cannot, he advises, achieve both from the same
instrument.15

No single system can deal effectively with all
the problems encountered in performance appraisal.
Behaviorally based performance appraisal is no ex-
ception. However, it deals more effectively with
the assignment than most other systems, such as
trait rating, ranking, forced distribution, critical
incidents, and management by objectives. The main
characteristics are these:

It emphasizes development goals.
It is job specific.

It identifies definite, observable and meas-
urable behavior.

It differentiates between behavior, performance
and effectiveness (results).lé

He stated BARS have five advantages over other ap-
praisal methods: (1) appraisals are based upon observed
behavior taken at regular intervals and are not trait re-
lated; (2) behavior observed during the interval can be
matched with the results obtained, this gives the manager-
appraiser substance w.th which to motivate the appraisee
for improved performance; (3) the appraisal instrument is
used by the persons who developed it, thus the appraisers

both understand the instrument and have a commitment to

15william J. Kearney, "The value of Behaviorally
Based Performance Appraisals," Business Horizons, (June,
1976), pp. 75-77.

1618id., p. 77,
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it; (4) related training programs can be developed which,

on the one hand, improve the individual, and on the other,

directly effect

organizaticnal performance; and (5) the

development process for BARS, because it includes partici-

pation by organization members, identifies Jjob behaviors

which are effective, ineffective, in between, and ambi-

valent and thus facilitates the organization's ability to
17

clarify policies associated with each behavior.

In 1978, Kearney, focusing on the counseling and

feedback

problems inherent in performance counseling,

wrote:

An examination of the nature of behavioral job
descriptions and BARS suggests their advantages in
providing feedback. Behavioral job descriptions
focus on results. Since these appear on the job
description, they are conveniently available for the
job incumbant to use in self-evaluation through the
appraisal period. Thus, there should be few sur-~
prises in the appraisal interview because continuous
feedback is available. If for no other reason this
advantage should encourage serious consideration of
behavioral job descriptions. BARS provide data on

behavior, not the person. This feedback does not
challenge the individual as a person and therefore
causes less defensiveness. Mgreover . . . (see
Figure 1) . . . information is in a form that most
closely meets the rules for giving effective feed-

back: §
--it is specific rather than general
--it is descriptive rather than evaluative

--it concentrates on behavior that can be
changed

--it avoids the "why" behavior

171pid., pp. 81-82
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--it is capable of validation by the receiver
--it is timely.18
More recently, in a 1979 article, Kearney has linked
BARS to Management by Objectives (MBO). He notes that
those employees who fail to achieve objectives set in an
MBO process, may have no formal analytical apparatus
available to them to identify exactly why the performance
was below goal. Assuming the organization has developed
BARS appropriate to the empleoyee's Jjob, Kearney suggests
that development of more effective job skills by the em-
ployee be integrated into the action planning step during
the next iteration of the organization's MBO sequence.19
Most recently, Craig Eric Schneier and Richard W.
Beatty bhave developed integrated performance appraisal
formats which combine effectiveness-based MBO measures
with bebaviorally-based BARS. Particularly noteworthy,
according to the authors, is the format's ability to
assist in the diagnosis of performance problems of the
type referred to in the preceeding paragraph. Schneier

and Beatty have described their proposal as an "integrated
20

behavior-based/effectiveness-based PA format." Their
l18william J. Kearney, "Improving Work Performance
Through Appraisal," Human Resource Management, 17, No. 2

(Summer, 1978), p. 22.

19yiliiam J. Kearney, "Behaviorally Anchored Rat-
ing Scales--MBO's Missing Ingredient," Personnel Journal,
58, No. 1 (January, 1979), pp. 22-24.

20craig Eric Schneier and Richard W. Beatty,
"Combining BARS and MBO: Using an Aporaisal System to
Diagnose Performance Problems," The Personnel Admini-
strator, (Summer, 1979), p. 56,
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article provides three superlative figures which graphi-
cally portray a method for developing behavioral inci-
dents, integrating the incidents with effectiveness-based
criteria, and formating the combination into a clear,

understandable instrument.

Psychometric Characteristics of BARS

In twenty-seven separate studies reviewed by the
author in which a set of BARS were developed, twenty-two
of the studies concentrate in whole, or in part, on psy-
chometric aspects of BARS. Although a variety of psycho-
metric measures were studied, those measures reported most
frequently were leniency effects, dimension independence

and reliability.21

This concern with psychometrics 1is
not surprising when one remembers that Smith and Kendall's
original research was performed, in part, to develop a
pychometrically superior performance appraisal method.
For instance, Smith and Kendall hoped to develop an
instrument which would enhance validity and interrater

reliability, and reduce leniency and central tendency

errors. Indeed, they were able to conclude that the BARS

2lpgnald P. Schwab, Herbert G. Heneman, III, and
Thomas A. DeCotiis, "Behaviorally Anchored Rating Scales:
A Review of the Literature," Personnel Psychology, 28, No.
4 (Winter, 1975), pp. 553-557,

o
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they developed achieved a high degree of scale reliabi-

2

lity.2 Other studies also reported BARS to have highly

23 Byt there is a

favorable pyschometric properties.
problem, not all subsequent studies have resulted in find-
ings that BARS are psychometrically superior to other rat-

ing f‘ormats.24

Opinion Divided on Psychometric Superiority

A number of articles, besides Smith and Kendall,
credit BARS with enhancing one or more pyschometric char-
acteristics such as reduced halo, leniency, central tend-
ency, and interpersonal bias error.25 Roughly an eqgual
number of studies are unable to support the findings of
earlier studies, however, relative to the same charac-

teristics.26

None of these articles have suggested that
BARS are decidely inferior to traditional performance ap-

praisal instruments. Other authors have reviewed the

22patricia Cain Smith and L. M. Kendall, "Retrans-
lation of Expectations: An Approach to the Construction
of Unambiguous Anchors for Rating Scales," Journal of
Applied Psychology, 47, No. 2 (1963), p. 154.

23schwab, Heneman, and DeCotiis, op. cit., pp.
550-552.

241bid.
2554, Benton Cocanougher and John M. Ivancevich,

"'BARS' Performance Rating for Sales Fforce Personnel,"
Journal of Marketing, 42, No. * (July, 1178), pb. 93.

26Thomas A. Decotiis, "An Analysis of the External
Validity and Applied Relevance of Three Rating Formats,"
Organizational Behavior and Human Performance, No. 19

(August, 1977), p. 248.
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literature to attempt to reconcile the disparate results.
Their general approach is to analyze and critically review
the design of each study in an attempt to trace the pos-
sible sources of the conflicting findings. The value of
the proponent articles, and the articles which seek to
synthesize or reconcile conflicting findings is that, in
the aggregate, they represent all that has been learned
about BARS to date. This body of BARS knowledge enables
future researchers to design better studies. But it
leaves one uncertain as to whether the psychometric pron-
erties of BARS are a positive, negative, or neutral factor

in a decision to adopt or not to adopt BARS.

Psychometrics: A Neutral Factor

It is not possible to conclude that BARS, as a
genre, possess superior psychometric characteristics. The
issue of superior psychometric properties may be dependent
upon the specific research design and BARS development

process wused in a particular study.27

Perhaps it 1is
safest to conclude that a specific set of BARS, pain-
stakingly and circumspectly developed, incorporating all
the pitfalls and 1lessons learned from earlier efforts,

could possess superior psychometric properties. It is

274. John Bernardin, and others, "Behavioral Ex-
pectation Scales: Effects of Developmental Procedures and
Formats," Journal of Applied Psychology, 61, No. 1 (Febru-
ary, 1976), pp. 78-79,
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reasonable to assume that the nature of the job being re-
searched, the knowledge of the researcher, and the exacti-
tude of the BARS development effort will contripute to the
psychometric properties being optimized. It 1is the
author's opinion that, at worst, psychometric properties
are a neutral issue in a decision to develop BARS. This
is particularly so if one assumes that his organization's
present performance appraisal instrument is also prone to
psychometric error.

Given that psychometric characteristics are at worst
a neutral factor, a BARS development decision will obvi-
ously hinge on an assessment of advantages versus disad-
vantages. What, then, are other disadvantages and

potential problems that have been attributed to BARS?

Disadvantages and/or Short-comings of BARS

Five disadvantages and/or short-comings of BARS have
been cited. They are: (1) high cost, (2) problems gener-
ated by discarding behaviors during the development pro-
cess, (3) the complexity of behavior, (4) dislike of the

format, and (5) necessity for training.

High Cost in Terms of Supervisor Participation

Development of a set of BARS requires a significant

investment in time and requires that supervisors partici-

pating in the development be away from their primary
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duties during the development process.28 One to two

weeks can be taken in indoctrinating supervisors, gener-
ating incidents, and clustering and scaling.29

BARS are highly job specific. The same set of BARS

could not be used both for warehousemen and inventory con-

trol technicians on one hand, or for clerk/typists and

administrative assistants on the other.30

Each separate
job has a separate set of BARS., Thus it is more cost ef-

fective to develop BARS if there are a large number of
31

persons doing one job than if there are only a few.

Once developed BARS may need periodic, even frequent, up-

32

dating as job content changes over time. This updat-

ing process will generate additional costs.

Problems Caused by Discarding
Behavior Descriptions

This problem, which stems from the discarding of

generated incidents during the "agreement" process and the

28J)ames G. Goodale and Ronald J. Burke, "Behavior-
ally Based Rating Scales Need Not be Job Specific," Jour-
nal of Applied Psychology, 60, No. 3 (June, 1975), p. 389.

i 29statement by Walter C. Borman, management con- :
sultant and author of several articles on BARS, personal :
interview, Minneapolis, Minnesota, 4 April 1980.

30a. Benton Cocanougher and John M. Ivancevich,
"'BARS' Performance Rating for Sales Force Personnel,”
Journal of Marketing, 42, No. 3 (July, 1978), p. 94.

3lwilliam J. Kearney, "Improving Work Performance
Through Appraisal," Human Resource Management, 17, No. 2
(Summer, 1978), p. 21.

32walter C. Borman and W. Robert Vallon, "A View
of What Can Happen When Behavioral Expectation Scales are
Oeveloped in One Setting and Used in Another," Journal of
Applied Psychology, 59, No. 2 (April, 1974), p. 200.
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analysis of variance "may have some potentially negative
implications for the construct validity of the final
BARS."33 Raising the criteria for agreement from 60% to
80% will drop out potentially valid behavioral incidents.
The converse is that lowering the criterion for agreement
dilutes the independence of each Jjob dimension, for it
means that conceivably 40% of the supervisors believe that
a particular behavior should be listed under another job
description. In a related nroblem, it can be shown that
raising the standard deviation criterion tends to drop out
more mid-range behaviors than extreme range behaviors.34
The complication raised by dropping too many behaviors is
that an insufficient number of incidents remain to ade-
quately describe the behavioral domain of a particular job

dimension.35

Complexity of Behavior

Commgon experience suggests that highly effective
performance can be achieved by different persons exhibit-
ing different behavior. Similarly, a single person can
achieve high perfeormance by a variety of behaviors. The
point 1s that more than one type of behavior within a job

dimension can lead to high performance.

33ponald P. Schwab, Herbert G. Heneman, III, and
Thomas A. Decotiis, "Behaviorally Anchored Rating Scales:
A Review of the Literature," Personnel Psychology, 28, No.
4 (Winter, 1975), p. 559.

341pid.

351bid., p. 558-559.




79

Thus, it may be that raters perceive job per-
formance as a configuration or gestalt of behaviors,
and not as an event . . . If so one would expect a
rater to experience considerable difficulty in gen-
eralizing from a specific behavioral anchor to
typical ratee behavior.36

Therefore the behavior that leads to effective performance
within a Jjob description is much more complex than a

single behavioral incident can hope to describe.

Dislike of the Farmat

Two studies comparing BARS with other formats sug-
gest that raters find the BARS format too complex. In one
study comparing BARS with a graphic rating scale format,

37 In

the graphic rating scale was preferred by raters.
a study comparing graphic rating scales of traits, numeri-
cally anchored rating scales (NARS) and BARS, the BARS
ranked last in general preference, ease of understanding,
ease in performance counseling, and ability to satisfy

training needs.38

36Thomas A. DeCotiis, "An Analysis of the External
Validity and Applied Relevance gof Three Rating Formats,"
Organizational Behavior and Human Performance, No. 19
(August, 1977), pp. 264-265

378arry A. Friedman and Edwin T. Cornelius, 1III,
"Effect of Rater Participation in Scale Constuction on the
Psychometric Characteristics of Two Rating Scale Formats,"
J%yrnal of Applied Psychology, 61, No. 2 (April, 1976), p.
215.

38peCotiis, op. cit., p. 260.
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Necessity for Training

Several studies point to the necessity to train
raters in the purpose and use of BARS.39 Because BARS
are relatively more complicated than other appraisal for-
mats, rating performed using the BARS format ". . . might

40

benefit substantially from such training." The train-

ing must be extended to teaching raters how to observe

1 Another

work-related behavior more competently.4
article suggested the scope of the training include self-
appraisal by raters, ". . .exercises, cases, video-tapes,
role playing and other similar approaches. . . to help
raters identify and work to correct their own particular

rating deficiencies."42

"Spin-offs" from BARS Development

Now that the positive, neutral, and negative fea-

tures directly related to BARS as a coaching/counseling

391t is hard for a person with a military back-
ground to consider "training" on BARS purposes and use to
be a disadvantage. Within a military organization train-
ing is conducted on the organization's performance ap-
praisal system regardless of the format. In fact, train-
ing ensures increased aquality in the completed performance
appraisals.

40walter C. Borman and Marvin O. Ounnette, "Be-
havior Based Versus Trait-Oriented Performance Ratings:
Am Emperical Study," Journal of Applied Psycholoagy, 60,
No. 5 (October, 1975), p. 565.

4l1pid.

42cocanougher and Ivancevich, op. cit., p. 93.
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instrument have been examined, it is worthwhile to look at
the indirect, "spin-off" benefits that accrue to the orga-
nization that develops BARS., In reviewing the "spin-off™"
features one finds that not all benefits must be related
to performance appraisal. Indeed, whether an organization
uses BARS for performance appraisal or not, the tangential
benefits alone may make the development process very use-

ful and Drof’itable.a3

Essentially there are five
benefits:
1. supervisors broaden awareness of the job,

2. development procedures measure sffectiveness of
internal communications,

3. ambiguous behavigr, upon which
there is little agreement as to degree of
job effectiveness, is identified, )

4. potential equal employment opportunity problems
are defused, and,

5. a wealth of training information results from
the identification of effective behaviors.

Supervisors Broaden Awareness

Supervisors who participate in the development
process learn much about their expectations of the tasks
they expect their employees toc perform. It forces super-
visors to think about what the Jjob really entails. This

leads to improved communication between supervisor and

43Richard W. Beatty, Craig E. Schnei&, and James
R. Beatty, "An Empirical Investigation of Perceptions of ,
Ratee Behavior hange Using Behavicral Expectation S5cales !
(BES)," Personnel Psychology, 30, No. 4 (Winter, 1977), |
p. 656. )
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5ubordinate.aa

In particular, it forces supervisors to
consider carefully what goes into achieving effective per-
formance. The defining of effective performance and
evaluating subordinates accordingly is an integral but

45 And paren-

frequently neglected part of management.
thetically, in the military, it is an integral but frequ-

ently neglected component of leadership.

Measure Effectiveness of Internal Communications

In a number of cases the BARS development procedures
involved the use of both managers and production workers.
In cases where managers agreed a particular htehavior was
effective, but production workers did nét, the difference
of opinion was considered to stem from one of two prob-
lems. Either the mapagers had failed to communicate to
the production workers that the behavior was effective,
or, the production workers had failed to enlighten the
managers why the behavior should not be considered as ef-

46

fective behavior. Either case identifies a problem in

44Robert E. Pitts and Ken Thompson, "The Super-
visor's Survival Guide: Using Job Behavior to Measure
Employee Performance," Supervisory Management, 24, No. 1
(January, 1979), p. 28.

4530hn P. Campbell, and others, "The Development
and <Zvaluation of B8ehavicrally Based Rating Scales,"
Journal of Applied Psycholoay, 57, No. 1 (February, 1973),
p. 22,

46Milton R. Blood, "Spin-offs from Behavioral
Expectation  Scale  Procedures," Journal of Appliec

Psychology, S9, No. 4 (August, 1974), p. S5l&.
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internal communications effectiveness which management can

now take steps to correct.

Ambiguous Behavior Identified

The scaling step in the development process identi-
fies behaviors upon which there is both agreement and dis-
agreement relative to effectiveness. The behaviors which
survive the analysis of variance are retained. The dis-
carded behaviors are also of value because management is
able to decide what its policy should be toward such be-
haviors. 1If a frequently occuring behavior is discarded,
management should decide whether such behavior should be

encouraged or discouraged.47

Similarly, an item with
infrequent dccurance and large.variance, particularly if
its mean scale value would suggest it to be basically an
effective behavior, can be examined to refine the organi-

zational policy toward that behavior.48

Equal Employment Opportunity Considerations

The BARS instrument reduces the probability that the
evaluation, properly executed, will be interpreted as dis-
criminatory. This 1is because BARS provide objective,

reasonably verifiable data on behavior where traditional

471bid.

48_Lawrence Fogli, Charles L. Hulin, and Milton R.
Blood, "Development of First-Level Behavioral Job
Criteria," Journal of Applied Psychology, 55, No., 1

(February, 1571), p. 8.
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trait related forms provide judgments on the person.ag
Rater errors in the form of leniency, halo, and impreci-
sion are leading to an increasing number of suits by dis-
putatious white collar employees alleging faulty perform-

ance evaluations.50

Training Information

Once the final BARS has been developed and the ef-
fective behaviors identified, the organization's trainers
now have a superlative set of objectives around which to
base training programs. In addition the trainers are also
able to single out those tasks to be identified to the

trainees as ineffective behaviors.51

Thus the perform-
ance coaching/counselfng benefit of BARS is reinforced by
the ability of the organization to train to the behaviors
expected on the job. The training, clearly, will include
training on those behaviors which have been identified as

highly effective in improving individual performance.

Summary

The five collective viewpoints on BARS lead one to

conclude that there are considerably more advantages to

49pitts and Thompson, op. cit., pp. 28-29.

50Timothy J. Keaveny and Anthony F. McGann, ™A
comparison of Behavioral Expectation Scales and Graphic
Rating Scales," Journal of Applied Psychology, 60, No. 6
(1975), p. 702.

5lgloed, loc. cit.
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BARS than disadvantages. First, researchers have deter-
mined that BARS, (1) identify major job components, (2)
present job content and behavior in clear, unambiguous
language, (3) pin-point employee behavior, (4) reduce the
incidence of disagreement over job behavior between rater
and ratee, and (5) facilitate improved performance.

Second, a selective review of articles by behavioral
theorists suggests that BARS (1) are ideally suited for
use as coaching/counseling instruments, (2) are particu-
larly useful in the setting of work standards and the pro-
viding of specific, descriptive feedback, and (3), when
combined with MBO programs, are a component of a total
system for assessing behavior, performance, effectiveness,
and results.

On the other hand, the third viewpoint, concerning
expectations that BARS would possess psychometric charac-
teristics superior to other performance appraisal for-
mats, was not completely substantiated. It was pointed
out that the psychometric properties of a particular set
of BARS 1is determined largely by the design of the re-
search process, the skill of the researchers, and the
exactitude of their efforts. In the opinion of the
author, psychometric properties of a particular set of
BARS are, at worst, a neutral consideration.

The fourth set of viewpoints addressed disadvantages

to BARS perceived by a number of researchers. Five such

el RN
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disadvantages were discussed: (1) high cost of develop-
ment, (2) problems generated by discarding behaviors
during the development process, (3) behavior being too
complex to measure with a simple set of scales, (4) dis-
like of the format, and (5) the necessity for training.

Fifth, and finally, it was pointed out that sub-
stantial advantages accrue in "spin-off" benefits. Among
them are (1) broadened awareness of the Jjob by super-
visors, (2) measurement of effectiveness of internal com-
munications, (3) identification of ambiguous behavicr, (4)
defusing of potential equal employment opportunity
problems, and (5) identification of training information.

. Clearly collective viewpoints one, two, and five are
highly advantageous. Viewpoint three, psychometrics, 1is
basically neutral. Only viewpoint four is a collection of
disadvantages. Of those disadvantages 1listed, the com-
plexity of behavior is potentially the most serious and
must be considered very thoroughly. The other disadvan-
tages appear to be easily corrected, or are relatively
minor. Based upon the information in this chapter alone
it is difficult to restrain an enthusiasm for BARS.

On balance, BARS appear to have more advantages than
disadvantages, more potential benefits than costs. Not-
withstanding, it 1s as important that persons contemplat-
ing the use of BARS be as thoroughly conversant with the

adverse aspects as the positive. No attempt has been made
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to discount or discredit the disadvantages noted by re-
searchers, although such disadvantages appear to be able
to be dampened considerably. The point is that the damp-
ening cannot be designed into the system if the criticisms
are ignored or wished away.

The following chapter draws, in part, on the de-
scriptive content of Chapter 3 and the evaluative material
in Chapter 4 to determine if BARS meet the behavioral
criteria implicit in the Porter, Lawler, Hackman ideal
performance appraisal system model. It integrates this
analysis with an analysis of the features of the Perform-

ance Evaluation System as it is presently designed. This

leads to the summary and, finally, to the conclusion which

are presented in Chapter 6.




Chapter S

SYNTHESIS

The task is to determine if the present Marine Corps

“Performance Evaluation System," reinforced with behavior-

ally anchored rating scales (BARS) would achieve the
characteristics of the ideal performance appraisal system
developed by Porter, Lawler, and Hackman and outlined in
Chapter 2. Each characteristic 1identified by Porter,
Lawler, and Hackman is -essentially a criterion. The
Marine Corps may need two separate lnstruments to satisfy
all the criteria: a Fitness Report for institutional
purposes, and an appropriate BARS for individual develop-
ment purposes. The Fitness Report, while it is an excel-
lent tool for identifying officers for promotion and as-
signment, 1is not well-suited as a performance coaching/
counseling instrument. This conclusion is congruent with

current theory on performance appraisal.l

Fred Luthans,
in presenting Porter, Lawler, and Hackman's seven charac-
teristics of an ideal performance appraisal system, added

this caveat:

. «. . realistically there is no appraisal tech-
nique to date that can embody all these character-
istics. The two techniques of appralsal that come

liyman W. Porter, Edward E. Lawler, III, and J.
Richard Hackman, Behavior in Organizations (New York:
McGraw-Hill, 1975), pp. 316-374.

88
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closest are management by objectives (MBO) and be-
haviorally anchored rating scales (BARS). These two
techniques represent a significant point of de-
parture from the traditional tralt approaches and
of fer a great deal of potential for the future.?

To review, the seven characteristics identified by Porter,

Lawler, and Hackman are:

1. Measures are used that are inclusive of
all the behaviors and results that should be per-
formed.

2. The measures are tied to behavior and as
far as possible are objective in nature.

3. Moderately difficult goals and standa:ids
for future performance are set.

4, Measures are used that can be influenced
by an individual's behavior.

S. Appraisals are done on a time cycle that
approximates the time it takes the measures to re-
flect the behavior of the persons being evaluated.

6. The persons being evaluated have an op-
portunity to participate in the appraisal process.

7. The appraisal_system interacts effectively
with the reward system.

An examination of these criteria shows that the Per-

formance Evaluation System presently meets the third,

fifth, sixth, and seventh characteristics and the 're-
sults" aspect of the first characteristic. And BARS es-
sentially satisfy the "behaviors" requirement of the first
characteristic and all of the second and fourth charac-

teristics as well.

2rred Luthans, Organizational Behavior (2d ed.;
New York: McGraw-Hill, 13577), p. 485.

Jporter, Lawler, and Hackman, op. cit., p. 339.
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First Characteristic

"Measures are wused that are inclusive of all the
behaviors and results that should be performed."4 The
BARS development procedure, particularly the generation of
incidents and the clustering into job dimensions, ensures
an instrument that encompasses the range of all on-the-job
behaviors. Obviously a BARS is not inclusive of all be-
haviors. Some of the behaviors generated by supervisors,
because of lack of agreement, are dropped to enhance
dimension independence. Others, which exceed the variance
criterion in the scaling step, are dropped to increase
scale reliability. This leaves an ordinal scale of seven
or more behaviors with which te frame all observable be-
haviors in that job dimension. Essentially, then, BARS
satisfy the ". . . inclusive of all the behaviors

."3 criterion of the first characteristic.

The Performance Evaluation System adequately addres-

ses the requirement that measures be used that are in-
clusive of all results to be performed. Section III of

the Performance Evaluation System order directs the estab-

lishment of ". . . targets which, when accomplished, will

41bid.

51bid.
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serve to maintain the Marine's high level of perform-
ance."6 Referring to Marines whose performance is below

the organizational standard, the order requires:

This part of the counseling process serves to
map for the Marine the road to improved (or con-
sistent) performance. Clearly attainable targets 1

. must be defined. These should first be in areas of
performance where the Marine is below the Marine
Corps or organizational standard. They should be
expressed in such a way as to be objective and
easily measured. They cannot be too broad or in-
clude more than one step (at a time), or else the
Marine will have difficulty in achieving them or
even understanding how to achieve them.

The order provides several examples of clear and
weak targets. The clear targets, expressed in classic MBO
style, state the action to be taken, the identifiable
target results, and the time limit. Two examples are:
(1) "Get a regulation haircut at 1least once every ten

' days," and (2) "Prepare a master list of all 3d quarter

8 The order re-

l training requirements by 10 December."
quires the establishment of a coaching plan during which
two-way communications are encouraged. The purpose of the
coaching plan is to facilitate the establishment of per-
formance targets and frequent person-to-person tracking of

the Marine's progress. In short, paragraph 3006 of the

6y.S. Marine Corps Order Pl610.78. Performance
Evaluation System. 23 February 1977, p. 3-15.

7y.S. Marine Corps Order Pl610.7B. op. cit., p.
3-14,

8U.S. Marine Corps Order Pl1610.78. op. cit., pp.
3-14 and 3-15. 3
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order prescribes a modified but effective management by
objectives methodology for performance coaching/counsel-

9 As mentioned

ing. The focus is entirely on results.
earlier, the administrative aspects of drafting, monitor-
ing, and recording an individual's performance targets is
entirely informal and separate from the preparation of the

individual's Fitness Report.

Second Characteristic

"The measures are tied to behavior and as far as

possible are objective in nature."lO

BARS satisfy this
c-iterion. The participation of supervisors knowledgeable
in the job, coupled with prudence and judgment of the BARS
developer, permit a presumption of objectivity during the
develoement process. Objectivity during the actual ap-
praisal process 1is enhanced because of the observable,
verifiable nature of on-the-job behavior. The very nature
of BARS insures the measures are linked to behavior,
particularly when BARS and MBO are being used concurrently
for individual development. Because the BARS instrument
is used for counseling, it 1is expected that it would re-

main on file at the individual's local command. The Fit-

ness Report, however, would be forwarded to Headquarters,

INowhere in the seventy-six page Performance
Evaluation System document does the word "behavior" ap-
pear. Nor 1s the concept of "behavior" as related to
"per formance" and "effectiveness" evident in the document.

10porter, Lawler, and Hackman, loc. cit.
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U.S. Marine Corps. If the Fitness Report is completed at
the end of the performance coaching/counseling cycle, it
is reasonable to expect the individual's behavioral target
results, established using a BARS, and performance target
results, established using the MBO procedure, will be re-
flected on his Fitness Report. Thus the individual re-
ceives the benefit of counseling, and the Marine Corps
receives the information necessary for organizational

decisians.

Third Characteristic

"Moderately difficult goals and standards for future

11

performance are set." The Performance Evaluation

System supperts the attainment of this criterion. As a
practical matter, the setting of moderately difficult
goalé and standards is more a function of the skill of the
reporting senior than the refinement of the system. With
proper training, however, less would be left to chance in
the important matter. Given the complexity and pace of
present day military service, moderately difficult goals
and objectives are inherent in keeping abreast of an

organization's day-to-day requirements and commitments.

ll1pid.




Fourth Char=cieristic

"Measures are used that can be influenced by an in-
dividual's behavior."12 BARS clearly satisfy this cri-
terion, particularly because of the influence of behavior
as a determinant of performance and effectiveness. All
the incidents on a BARS are, by definition, influenced by
behavior. Performance is essentially, behavior that has
been evaluated. BARS are arranged in order of most ef-
fective to least effective behavior in terms of contribut-
ing to the accomplishment of an organization's goals.
Higher 1level behavior, therefore, leads to higher effec-
tiveness which results in better performance. The higher
level behavior is directly related to the attainment of
moderately difficult goals and objectives (in the MBO

sense).

Fifth Characteristic

"Appraisals are done on a time cycle that approxi-

mates the time it takes measures to reflect the behavior

13

of the persons being evaluated." The Performance

Evaluation System satisfies this criterion. At a minimum,

Fitness Reports are completed on all sergeants and above

at least semiannually and general officers at least once a

121pid.

131bid.
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year. Fitness reports may be submitted at shorter inter-
vals depending wupon a variety of circumstances; e.g.

transfer of the Marine, change of reporting senior,

14

etc. Although ". . . time span of discretion

.“15 suggests that a set six month interval for

Marines in the rank sergeant through coclonel might be too
rigid, six months appears to be sufficient time to achieve

moderately difficult, judiciously assigned goals.lé

Sixth Characteristic

"The persons being evaulated have an opportunity to

17

participate in the appraisal process." This criterion

is addressed by the Performance Evaluation System. The

provisions of paragraph 3006 of the order direct the par-
ticipation of the rated Marine with his reporting senior,

18 the fact that the

throughout the appraisal process.
letter and spirit of the directive is not followed can be
cured by instituting positive controls in the coaching/

counseling process.

l4y.s. wMarine Corps Order Pl610.78. Performance
Evaluation System, 23 February 1977, pp. 1-6, 1-7, and 1-8.

15porter, Lawler, and Hackman, op. cit., p. 334.
l61bid.
171bid.

18y.s. Marine Corps Order Pl610.78. Performance
Evaluation System, 23 February 1977, pp. 3-13 through 3-15.




Seventh Characteristic

"The appraisal system interacts effectively with the

19

reward system, The Performance Evaluation System

satisfies this criterion. Promotion and assignment are
directly, and almost entirely, dependent upon the Fitness

Report, an integral part of the Performance Evaluation

System. At the same time, promotion and assignment are
clearly part of the reward system. Assignment to widely
desired duty stations, to sensitive and prestigious bil-
lets, and to professional military schools is influenced
to a significant degree by Fitness Reports. On the other
hand, longevity pay increases which are automatic, and

merit pay increases which are non-existent in the military

are not considered rewards. Military decorations and
certificates are also rewards but are not connected with

the Performance Evaluation System. On balance, given the

importance Marines attach to promotions and assignments,

it is safe to conclude that the Performance Evaluation

System interacts effectively with the rewards system.

Summary

The current Marine Corps' Performance Evaluation

System is designed to accomplish both institutional and

individual development needs. The system identifies two

19pgrter, Lawler, and Hackman, op. cit., p. 334.
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ways with which to accomplish these ends: use of the Fit-
ness Report, and guidance for pce:formance coaching/coun-
seling using a modified MBO methodology.

The Fitness Report, a formal document with a highly
articulated set of procedures and controls, supports the
institutional objectives: promotion and assignment. The
coaching/counseling methodology, relying on the presumed
insight, initiative and competence of the rating officer,
supports the individual development needs. Not supported
by a formal document and positive controls, the coaching/
counseling methodology is performed in an informal, un-
structured, highly personalized and unsupervised manner.
But there is a problem with the system: the individual
development needs are not being accomplished.

On a parallel track, the aggregation of recent re-
search suggests that an ideal performance appraisal system
has seven identifiable characteristics. The Marine Corps'

current Performance Evaluation System reflects four of the

characteristics and part of a fifth. Improvements to the

Performance Evaluation System should be accomplished with

the goal of embodying the remaining characteristics. The

characteristics not presently part of the Performance

Evaluation System pertain to the on-the-job behavior. Not

coincidently, the shortcomings of the coaching/counseling

methodology stem from the Marine Corps' not having
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defined, with precision, effective and ineffective on-the-

] Job behavior. Clearly, improvements to the Performance

Evaluation System must focus on job-effective behavior.

¢ Finally, behaviorally anchored rating scales (BARS)
have been examined in considerable detail. BARS are a
¢ clear departure from traditional performance appraisal
formats. The development process is unique, and does not
reflect industrial psychologists' preconceived ideas of how
a job should be appraised. The procedure relies on the
participation of job-knowledgable supervisors and experi-
enced production workers gquided by a research director.
Together they identify all major dimensions of a job.

This is a capability that the current system does not pos-

sess. Within each dimension participants scale all
observable job behaviors from "most effective" to "least
effective® in terms of contributing to organizational
goals. This results in a behavior-oriented Iinstrument
which greatly facilitates feedback and reduces resistance

to the appraisal process. Because of this, BARS have

great potential as an effective instrument for performance
coaching/counseling.

Behaviorally anchored rating scales (BARS), there-
fore, address the remaining characteristics of the ideal

performance appraisal system. Thus the Performance Evalu-

ation System, supplemented by the BARS concept, would

embody all seven characteristics of the ideal performance

appraisal system. And BARS would redress many of the
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short-comings of the present Performance Evaluation Sys-

tem's coaching/counseling methodology.

The following chapter presents the conclusion and

recommendations.
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Chapter 6
CONCLUSIONS AND RECOMMENDATIONS

The thesis of this study 1is to show that: The

, Marine Corps Performance Evaluation System should have a

supplementary performance appraisal instrument, supported
, by appropriate administrative controls to achieve |its
performance coaching/counseling cbjectives. The foregoing
analysis leads to the conclusion that behaviorally an-
chored rating scales (BARS) should be adopted as the sup-
plementary performance coaching/counseling instrument for

the Marine Corps Performance Evaluation System.

Conclusions

The objectives of the Marine Corps Performance Eval-

uation System are to improve performance, to identify to

individuals areas which need improvement, to support the
assignment process, and to assist the promotion system.

The Performance Evaluation System attempts to satisfy its

objectives by means of the Fitness Report and through
guidance to reporting seniors on individual performance
coaching/counseling using a modified MBO technique.

The objectives of the Performance Evaluation System

are not being met because the performance coaching/coun-

seling system is ineffective. This ineffectiveness 1is

100
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traceable to two underlying causes: (1) the lack of a
theoretically sound performance coaching/counseling in-
strument, and (2) the absence of positive administrative
controls over the performance coaching/counseling
process. There are two remedies to the problem.

The first is the development and use of behaviorally
anchored rating scales (BARS) as a performance coaching/
counseling instrument. BARS uniquely focus on behavior
and facilitate the reporting senior's ability to provide
specific, descriptive feedbhack to the subordinate. BARS
have also been demonstrated to be superior to other per-
formance appraisal formats in leading to improved perform-
ance. BARS, coupled with MBO, enable a reporting senior
to more accurately assess behavior, performance, effec-
tiveness, and results.

The second remedy is the development of positive
administrative controls over the performance coaching/
counseling process. This will ensure that the coaching/

counseling component of the Performance Evaluation System

is being followed to the same letter and spirit as the
Fitness Report.

Therefore, the Marine Corps should adopt behavior-
ally anchored rating scales as a supplementary perfurmance
appraisal instrument and develool appropriate administra-
tive controls over the performance coaching/counseling

process to ensure that the objectives of the Performance

Evaluation System are achieved.
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Realistic Expectations

BARS appear to have great potential in the Marine

Corps. BARS are a people-oriented concept and the Marine

, Corps is a people-oriented service. It is easy to develop
an unrestrained enthusiasm for behaviorally anchored

; rating scales. BARS are not, however, the panacea for all
performance appraised problems or work-motivaticn prob-
lems. The contrary viewpoints noted in Chapter 4 suggest
that any effort to develop BARS should be undertaken with
prudence, circumspection, and healthy distrust of any in-
itially favorable results. From the dissenting opinions
it is reasonably obvious that a number of skilled acade-

micians met with frustration in testing their hypotheses.

In pursuing the BARS concept it 1is probable that the

Marine Corps' initial efforts will result in more dis-

appointments than unqualified successes. The Marine Corps
may rtequire help from experienced, competent scholar/con-

sultants.

i Application

Not all Marines need BARS. Many Marines perform at
a level of effectiveness which clearly obviates the neces-
sity for ©behavior-related counseling. These Marines,
given their MBO-related objectives simply need to be left

alone and they will continue to perform at a very high

level. Other Marines, however, perform at an average or
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below average level of effectiveness and might profit from
counseling with BARS. The question is: how many Marines
will improve as a result of counseling with BARS. There
is no clear-cut answer. At this point, one can only
guess. An estimate is that three out of every ten would
profit from counseling with BARS. Four or five of every
ten will not need much behaviorally based counseling be-
cause of continued exemplary performance. Of the remain-
ing five or six, some, approximately three, will respond
to behaviorally based counseling like recruits respond to
drill instructors--very positively. The remaining two or
three will not respond to anything. BARS, after all, are
not a panecea. The question is whether or not measurable
improvement by three of every ten Marines is cost effec-

tive.

Cost

BARS development in undeniably costly. The initial
cost to the Marine Corps would be in terms of time spent
by participants, and, of course, consultants' fees. The
next cost would involve preparation and distribution of
the directives and supporting materials which guide and
comprise the system. Training Marines in the theory and
use of the system would result in the third set of costs.

The training effort would be prodigious.

Benefit
The benefits, however, have the potential to far

outstrip the costs. Even if only three of every ten
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Marines (a net gain of three, that is) made significant

I improvement, the result would be handsome indeed. The
idea eludes quantification but not the capacity to fire
the imagination of commanders who want to wring out of
their unit one last increment of enthusiasm and profici-
ency.

The greatest benefit is in the aggregation of self-
esteem that these three of every ten would derive from
their improvement. That infusion of sense of well-being

will pay immense dividends in esprit and love of Corps.

Recommendations

The analysis leads to three recommendations. The
Marine Corps should (1) develop and test BARS, (2) provide
a support form in a format which enhances the goal setting
nature of the MBO process, and (3) specify positive admin-
istrative controls, related to the support form, which
ensure that performance coachiﬁg/counseling is accom-

f plished.

j . Develop BARS \

The Marine Corps should test the BARS concept. A
. set(s) of BARS should be developed on a trial basis. Pre-
liminary instructions for integrating the BARS into the

Performance Evaluation System should also be developed.

The system should be tested over a one year period in an
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infantry battalion. The test should be designed to study

a number of facets of organizational effectiveness:

- individual improvement over time,

- change in attitudes and practices relative to
coaching/counseling (by reporting senior and
subordinate),

- change (if measurable) in unit performance and
esprit.

The BARS development process is time consuming and
costly. For that reason the question of which jobs should
be identified for BARS development is important. Origi-
nally it was the author's intention to recommend BARS de-
velopment for "NCO Leadership and Management Responsibili-
ties." At present, that thought seems too general, on one
hand, and too limited on the other. Too general in the
sense that "NCO" encompasses Marines in the ranks of

! corporal through sergeant major. There is no question

S

that the sergeant major's duties are a world away from the

- -

corporal's. And too limited in the sense that it did not
include company grade officers whose development is just
as critical as NCO's.

At present, although the initial task will be con-
siderably more complicated and time consuming than was
originally intended. It is recommended that the BARS de-
velopment process concentrate, initially, on the Marine
infantry battalion. Specifically the development process

should be aimed at developing BARS for company grade
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officers and noncommissioned officers serving in line and
staff assignments. Thus eight sets of BARS would be de-
veloped and tested concurrently. Table 2, "Ranks and
Functions to be BARS Developed," outlines the author's
proposal for the initial development of eight different
sets of BARS.

Table 2.

Rank and Functions to be BARS Developed

Function

Rank LineP  sStaffcC
Corporal/Sergeant? BARS BARS
Staff Sergeant/Gunnery Sergeant? BARS BARS
Lieutenant BARS BARS

; Captain BARS BARS

ABARS for Corporals and Sergeants, as well as Staff
Sergeants and Gunnery Sergeants are paired to ease
the development task and because of their roughly
related levels of experience.

ba set of BARS which captures the range of troop
leading behaviors pertinant to Marines aof these
ranks.

CA set of BARS appropriate to staff functions of
Marines of these ranks. The BARS should not be
functionally specific; i.e., training schedules in
the operations section, transportation requests in
the logistics section. Rather, BARS should capture
behaviors common to performance in all staff area.

The array of BARS in Figure 2 has a number of syner-
gistic advantages. When used throughout a battalion this

family of BARS will facilitate much wider participation in

the coaching/counseling process and a greater and more
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rapid accumulation of insight. The fact that all Marines
in the rank of corporal to gunnery sergeant and second
lieutenant to captain are participating should be posi-
tive. The 1lieutenant, for example, will not only be
coached/counseled by the captain but he will, in turn,
coach/counsel his platoon sergeant and squad leaders and
supervise the coaching/counseling of the team leaders.

The development process can be facilitated by use of

Marine Corps Order P1510.23B, Instructional Systems De-

velopment, referred to in Chapter 2. Marines working on

the project should obtein job analyses completed in ac-
cordance with the order from Marine Corps schools wnose
course of instruction contains material related to the
subject of the initial BARS. Such a step would be of
oenefit during the incident generation and clustering and
scaling steps of the development process.

Finally, it is recommended that the BARS development
process be conducted over a one year period at the Educa-
tion Center, Marine Corps Development and Education Com-
mand, Quantico, Virginia. It is suggested, as outlined in
Table 3, "BARS Development Tasking," that particular
schools within the Education Center at Auantico be as-
signed the development tasks, and that participants be
drawn from the respective student bodies. This tasking
will enhance control, ensure participation by Marines who

are somewhat 1less harried than their Fleet Marine Force

contemporaries, and 1initiate the BARS concept in the
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Marine Corps' educational system thus facilitating the

teac

hing of the concept to succeeding classes.

Table 3.

Recommended BARS Development Tasking

Task TASK: Develop Line and Staff BARS for:

Assigned

To: Corporal/ Staff Sergeant/ Lieu-
Sergeant Gunnery Sergeant tenant Captain

Command

& Staff S S P A,P

College

Amphibious

Warfare P A,P A,P P

School

Staff

Non-commissioned A,P P S )

Officer Academy

Prov

A = Recommended that the indicated schocl be responsi-
ble for the above sets of B8ARS. The school would have
the responsibhbility for coordinating the participation
of Marines from the other two schools.

P = Primary participants drawn from indicated student
body.
S = Secondary participants, intended as a qguality con-

trol factor to ensure critical behaviors and trends are
not overlooked.

ide a Support Form

sett

the

offi

A standard form is needed to facilitate the goal
ing process. The form should be desianed for use by
rated Marine, the reporting senior, and the reviewing

cer. The form should be retained by the rated Marine
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except where it is being used, in an iterative manner, by
the reporting senior or reviewed by the reviewing officer.

The rated Marine and tne reporting senior will use
the form to analyze the duties of the rated Marine, to
record objectives agreed to by the Marine and the report-
ing senior, and to evaluate progress toward the specified

objectives.

Specify Positive Controls

Positive administrative controls should be insti-

tuted to ensure performance coaching/counseling is accom-
plished. The support form facilitates positive control.
The support form should arcompany the rated Marine's Fit-
ness Report where the report is forwarded to the reviewing
officer for action. The reviewing officer is then able to
audit the rated Marine's progress and gain additional in-
sight into the reporting senior's abilities. Most impor-
tant, the fact that the reviewing officer is going to
review the support form provides the positive nudge to the
reporting senior to accomplish performance coaching/coun-

seling in the spirit and to the letter of the Performance

Evaluation System.

Upon completion of the review, the support form
should be returned to the rated Marine. The support form
should be available for inspection by authority higher

than the reviewing officer; e.g., the Inspector General.
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Summary

These three recommendations, BARS, appropriate sup-
port forms, and positive controls integrated intoc the

present Performance Evaluation System, provide the Marine

Corps with a near perfect, state-of-the-art performance
appraisal system. Additionally, by considering where
possible the job analyses completed in accordance with the

Instruction Systems Development order, the Marine Corps

will bhave a performance coaching/counseling instrument
coordinated with its system of formal schools training.
The whole should prove to be greater than the sum of its
parts. Reporting seniors will be able to measure be-
havior, performance, effectiveness, and results. They
will be able to provide specific, descriptive feedback to
subordinates. This will result in a quantum improvement
in individual and organizational esprit, proficiency, and

self-confidence.




APPENDIX A

Performance Evaluation System Extracts

The following pages were taken from Marine Corps

Order Pl1610.7B, Performance Evaluation System. All refer-

ences to the Performance Evaluation System found in the

body of the study are contained in Appendix A.
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OEPARTMENT OF THE NAVY
HEAQQUARTERS UNITED STATES MARINE CORPS
WASHINGTCON. 0. € 20380

4CQ Pls10.7
MMAD= 3=JCS=cd
23 Fex 977

MARINE CORPS ORDER P1610.78

fzom: Commandanc ol the vacine Cacps
. To: Oistribution Lise

Suhj: Performance Zvaluation System
Ref: (a) Navy Reg., arct. 1701

(d) MARCORMAN, par. l610.3

(e) MCO P3800.31D
Snel: (1) LOCATOR SHEET
1. Purpose. To cevise juidance for ihe administracion and operacion 3f the
perfoctance evaluation system for Marine Corzps officers and noncommissioned
officers and far Navy personnel assigned to Marine Cocps commands pursuant to
teferences (a) and (b).
1. Cancellation. MCO 1610.7A, effective 14 May 1977,

J. gffective Date. 1S May 1977,

4. Information

a. The pecfocmancs evaluation system as described (n this Manual
pecovides a technigue focr the evaluation of the pecformance of duties, and
Potential, of all Marine afficecs and oncommissioned officers :in the jrade of
sergeant and above. The perfocmances evaluatioca cycle consists of: che Macine
who is evaluated; a repocting senioc «#ho obsecves the Marine‘s perfocmance,
svaluates and reports it on a fitness cepoct, and counsels the Macine: a ceview
ing officec who caviews each report fot completeness, accuracy, and consistency:
and 3Jeadquacters, U.3. Macine Cocps, vhere (epocrts are screened, filed. and
theic ceceipt is acknowledqed.

b. The primacy uses of fitness ceporets arte cwofold: 20 aid in personnel
assigneent, and 20 assist selection boatds ia detecmining those eligidle “acines
who ace best qualified for selection for promotion or a competitive assigrient.
Since fitness ceports ace evaluations of duties Secformed and :he zannec in
which zhey aze perfocaed, and cepresent a1 compcehensive poctraysl of :the pcofles~
sional chacacter and potencial of each Macine cepocted 0n, they are uniquely

f suited foc zhis dual usage.

¢. Since the {itness ceport is 3o impoctant to each Macine, {ts progec
prepacation and submission is vital.

$. Sum3acv 3f Revigion

. 2. The largest and nost visible change contained in z=his revision is a
drastic ceformatting 9f the directive. #With a view Zoward clacity and simplic-
ity, the ordes has been caocganized i(nto 2 zanual 20 coincide «ith the sactycal
flow of a ‘itness cepoct through the perfoczance evaluation cyclas.

5., Ia ocder to reduce clecrical ecrors based "n ailunderstandings ¢
incorrect intecpretacions of administracive instructions, this cevision is
Jecigned vith ~raining in maind. Aa abundance of tadles and (igures neve replaced
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MCO P1610.78
23 Peb 1977

. tocrwerly nacracive guidance, to facilitate the establishaent of objectives and'
standacgd clecical procedures.

¢. Due to the impoctance of counseiling is an integral pact of leadecship,
that partion of his Manusl dealing «ith c~unseling has deen amplified and 3iade
moce specific.

d. Detailed instsuctions for cthe prepacation and submission of f(ictness
cepocts on aembers of the Marine COorps Reserve not on active duty lave Deen
lacocpocraced into a single section of thus l. Ratfer o other sections
of this Maaual, as sppropriacs. ars included.

6. Action. The iastructions contained in :his Manual will Se used in the
prepacation of vacine Corps fitness ceports foc repocting peciods ending on oc
afvec 15 May 1977,

7. Digtridutieon. This Manual has been assigned Oistribution Code A48, and will
be dIa::EF-c?Z In the same quantities as accowplished for the previous edition.
tnezease ocr decrease in the I[adividual Activiey Table of Allowvances foc Punlica-
tions for standard Discribution Code A48 snould da submitted %o the Commandant
ol the Macine Cocrps (Code HQSP?) in accordance vith cefecence (¢). A fugure
change ta caference (¢} will include OistriBucica Joda A48, and subsegquenc
princtouts of “he ladividual Aczivity Tadble of Allowances for Publicazions will
also reflect Ofiscribution Code A44.

8. Resecve Agplicadility. This Manual is spplicable o the Macine Corps
Resetve. :

9. Certificacion. Raviewed and approved this dace.

DISTRIBOTION: A4S
Copy to: 08143001
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PERFORRANCE EVALUATION SYSTEM

SECTION 3
INTRODUCTION

1001 GENESAL OESCIIPTION AND INPORNATION

l. General Description. The Marine Cocps perfocmance avaluacion systes

provides fof the periodic audit, descripeion, and cepact 3¢ tne pecformance

and pecsonality chacactecistics of Macine officecs and noncommissioned officers
ta tte jeade of sacgeant and adove. % also tequizes zhat all Marines sudlect =0
the pecfocmance appcaisal process be counseled ctegularly and., as a zinimum, ac
leaast an che accasioa of each evaluacica. [t includes bdoth Requlac and Aesecvae
Macgines, and all percfocmance evaluation repocts (called "fitness Zepocts’) ace
sade a yermanent and impoctant pact of each Marine's cecocds. As the peiacigal
cecoed of 3 Marine's perfocmance and condyct, fitness cepocts are 7:tal in
decacmining duty assignmencs and in selection foc promocion.

1. Qbiectives 3¢ the Pecformances Svaluaeion
objectives the syscems:

sced. There ace four specifi

a. The firsc and focal oojective is :he improvement of pecfocrmance. The
completion of a fitness ceport is only a step =oward that joal. This Central
objective can only Se achieved dy coupling =he ficness cepoct ({.e., a cepoce
ol past pecfocmance)} with counseling and coaching %0 detegaine «here, and how,
perfoczance sbould de improved (i.e., a plan for fucuce pecfocaance).

b. The second objective is the identificacion of those Marines +ho ace
considered qualified foc advancement Dy virtue of heir leadecship potential
sad continuous successful pecfocmance of ducy.

€. Another objective is che provision of assistance %20 individual Marines
in ideatifying those perfoczance and chagacter actributes which tequire
improvement efore they can de csasideced qualified for sdvancesment.

d. Finally, che system must suppart the “caceec pactsrn”’ appcoach to
perzonnel Janagemant Dy providing the personnel assignment praocess vwith infocma=
tion celatcing to both a Marine's desitred ducty assignmenc, and the Macine's
suitabilicy for certain futuce duty assiqnaenacs.

3. The Jerformance Etvaluation C§elo. The ptocess of pecformance evaluation is
4 CORTIAUOUS ONe and I8 execrcy aily 9y all Marines in leadership assignaents.
The subaission of {iZness cepocts on appropriate occasions i3 2ecely Ine aspect
of pecfoczance evaluation, althougn it is the aest visible and focmal dae. The
process of performance evaluation by fitness repocts is chactacterized as s cycle
which begins and ends at che same point, nasely, an individual Macine's pecform~
ance of duty. The pecformance evaluation cycle, consisting of four eslements, is
illustzaced in figure l-l.

1002 IT1ES
i. Harine 3einq tvaluated

3. ?ecriodically ceview table -1 to dececaine fitness reparting ocsasions.

9. Prowide information foc sec=:i0n A of the fitness capoct 2octm (NMAWMC
10835) foc each cepocting occasion, as requiced, follow the instructions con=-
tained in caapter 2 3¢ chis Manual to ensuzre proper completion 3¢ section A,

If =moce chan one :ype of fitness ctepott is due at the same time, Sudbmit only one
coport and use the type which appeacs first in cable l-i, €.3., if a Macine vas
transfecred on the same day a semiannual ficness repoct was iue, a type “IR*
cepacs would De prepaced (Decause TR (transfef) appesacs second :n tad l-i,
while SA (semisannuval) is lase).
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1002 PERFORMANCE EVALUATION SYSTEM

THE PERFORMAMWCE ZVALUATICON CYCLE

(PERFORMS DUTIES)

fitnassy ceporet
wth section Receipt
*A* campleced

(GASERVES) { SCREENS)
(RIPCATS) [ REPCRTING FILES)
(COUNSILS) \SENLCR ( ACKNGWLEDGES)

fithess repoce Compleced fitness
with sectiong “A",
“8*, ang “C*
ccapleced

(EXAMIMES FOR ACCURACY, )
(CONSISTENCY AMD CCMPLITENESS)

Figure l-l.--Llemaats of the Performance Zvaluatioa
Cyela.

¢. After ceviawing the inforzation in section A of the fitness cepoct,
certify thac it 1as been compleced accurately dy signing and dacing oloex 22.

d. Deliver, or foctwvacd, cthe fitness ceport to 2he cepocting senioc. Evecy
ceasonable e¢ffort should de aade tO ensuce that the reaport reaches the teporting
senioc no later than the last day covered by the ceporting period.

3. Reporting Senior. On ceceipt of a fitness repoct from a Marine whose per-
focmance of gu:y 18 %0 be cepocrted, the reporting officer is cesponsible {or the
following actions:

a. Review the Marine's pecformance of duty and personality charactecistics
as they have Seen obsecved during the eciod. covered Dy the fitness ceport. Do
not include pecformance of duty alceady coveced dy a previous fitness cepor:t.

©. Relfercing =0 the guidelines and Jefinitions concained in chapter I,
compilets section 3 of the report accocrding =9 the cesults of pacagraph a, above.

¢. Complete section C by writing oc prineing in pen and ink, oc¢ dy
typing. Pefer =0 the zesults of paragraph a1, abtove, and chapter 1 of chis
Manual.

4. Counsel the Macine as outlined in pacagraph 31008 and ensuce that a
specific coaching plan is established.

{-4
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PERFORMANCE EVALUATION SYSTEN 1002

e. Date and sign Slock 23 of :he fitness cepocrt: Be sure to indicace :n
Bloek 23 «hether the Marile was OrF was 30t counseled,

g. Deliver, 3c forward, the fitness cepoct td ceach the reviswing officer
no lacer than 1S days aftec =he end o¢ the pecgi10d covered 5y the ‘fepoct.

J. Reviewing Qfficec. On receipt of a (itness cepoct from a cepac2ing senioc.
the feviewing officer is cesponsible for the following actions:

4. Review each fitness ceport for coampleceness and accutacy within the
limits of observation by the ceviewing officec.

5. Raeview each fitness ceport celagive to pecformance standacds applied dy
tepocting seniors. The ceviawing officerc is =he 2icse 2emder of the perfocmance
evaluation cycle #ho can detect fitness repacts «hich ace ocased on seesingly
acbitracy, 200 serict, or overly lenient scandacrds. Reviewing 9o€ficers should
apply positive effocts to assure that all repocts are dased on cealistic and
consistent standacds, ace accugate, and ate focrvarded on tise.

c. Recurn to creporting seniocs for zeconsideration those repacts which
fail sithec of the two teviews, above. Chapetec 4 of this Manual 3ay He used
as 2 guide.

d. Provide quidance %o cepocrting seniocs relating to completeness and
consistency in ceporting.

e. £Every reasonable effort should bde zade co ensure that cosplected fitness
cepocts ace reviewed and focrwarded o zhe Commandant of the Marine Cocps
(MMAD=2) no later than 10 days after the end of the period covered by the
capoce.

f. The Privacy Acc of 1974 cequices that individuals de provided sufficient
guidance to ensure that they can aake an infocaed decision on whether to provide
infocrmation which will or may be iacorpocated into a system of recocds. Since
the Automated Pitness Repoct System 1s 3 system of records (listed in the
Pederal Register of 18 August 1973 as MMNOOOLlLl) each Marine should be provided
such guidance prior to complecing section A of the fitness cepott. The Te-

red advisement for che fithess Ceport L3 Sontained ia a tlanket statament
(MAVMC 11000) whaich is pubtlished 18 a Marine Corps bdulletin ia the SUL
sefies,

U.3. Mazine Cocps. On ceceipt of a completed fitness cepoce
at Headquacters jdacine -ocps, ctne Jollowing actions will Se taken:

a. Conduct an adainistrative ceview of each ceport foc completeness and
compliance with che pcovisions of this Msaual.

5. Return all cepects which cequire correction or completion.

e. BEnter 2ll accepcadle cepocts Lnto the Automated Fitness Repoct System
(APRS) ¢ ?ile the original repoct, and all associated pages. in the Macine's
otflicial persannel recocd.

d. Mail %0 each individual focr <nom 2 fitness repoct is pcocessed, an
APRS-genecaced ceceipe.

e. Engure that access 30 individual fitness cepocrt infoczacion 3n a
specific Macine is limited co selection 2oacds and pecsons enqaged in pecsonnel
assigneentc and pscsonnel zanagement functions.

¢. Conduct periodic audits o maintain accuracy and efficiency of ArFws
Llies.

1-3
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. PERFORRANCE EVALUATION SYSTEM
SECTION IIX

QUTIES OF THE REPORTING SENIOR

loal GENERAL

1. Alcthough all persons involved Ln the pecfocmance evalualbion pcocess ace vital
tor accomplishment of the abjectives scaced in pacagraph 1001.2, the fepocting
senioc’s coneribution 1s cleacly the central one. Since fithess reports in-
flyence a Macine's fuctute duty agsignments and HTOROCIONS, (RPACLING senlocs
WSt exercise the utmost thacouqnness, saturity, and Idjecstivity in coapleting
chem. S4ch report must be an accurace and compcehensive, yet brief, poctzayal
of the Macrine repacted on.

1. This section provides detailed Juidance for repocting seniocs ln the exgcu=
sion of =hose tasks necessacy o aeec the responsibDilities outlined 1n jaca-
qragnh 1002.2. The cepoczing senioc's tasks ace genecally pecformed 1a s1x
phases: (1) check sactian A of zhe {icness cepoce fac accutacy and cssplete-
ness, (2) cteview the Yarine's petlocmance of 3ucty during cthe reporting peciod,
{)) completa sect:0on 3 of =he fitness cepoct in dSlue, dlack, oc slue-alack inik
1a fountain pen, felt t1p or Sall point pen, (4} complete section C of z2he
fieness cepozt 3ciafly By naadwriting oc¢ peiacing in eizher Blue, dlacx, or
blue=blacx iak in founcain ocr dall poinc pen or dy cypiaq, (5) counsel the
Marine and establish a coaching plas, and (6) foreard the completed report

=0 the Tsviewilg officer. zZach remaining peragraph (3002 chrough 1007) of
tlils section discusses one of these phases. .

Seniors. There afre two occasions which pcevent a
cepocting senioc :zom completing Zitness repocts:

4. Regoceing seniors aay not submit fitness cepocts on officers senioc %o
themselves. Repocts on officers of =he same jrade acre not desirable duc 3ay de
submicted 1f specifically justified and approved by the reviewing 2fficer. Such
approval aust de noted I1n an attached comment 2y the taviewing afficec.

5. Aa officer whose celief i3 occasioned Dy alleged aisconduct or unsatise
factory pecformance of ducy 3ay 20t submit fitness repocts: the repocting senioc
in such cases vill be the officer next senioc ia the chain of command.

4. Dalegation of Reporting Auchority. Genecal officecs, heads of Jepactments,
divisions and segarate oflices > sadquacters tWcine Cocrps, distzict dicectors,
and cosmanders down to and including the battalion and squadron level ace authoc~
ised =0 delegate the authocrity =0 submit fitness repocts %0 officers ia principal
subocdinate staff and command Sillets vithin their ocganizations when the

nuaber of officers to be repocted On, or the lack of opportufilty %o observe per-
formance of duty, warrsats such lselegacion of suchority. £ thus delegatica s
%20 e conferred upon a Navy officer %o submit fithess Tepores 30 othec Nevy
officers assigned to a Marife Corps umit, approval will first Se sequasted from
2he Chtef of Naval Perscanel 18 sccordsace with the current BUPERSINST 1811.l12.
Jo :he degree practicacle £0r sccurate ceporting, such requests far lelegstica
#1ll e Soasistent with the Latent expressed in subparagraph la, above, with
cespect %0 the grade level desized of reporting seniors.

1002 2EVIEM OF SECTION A

[ l. Before complecing the remaindet of the form. the reporting senior should

. ficse check section A and item 17 for accucacy and compliance with this Mecual.
L€ any enecy i3 1ncortect of incomplete, che ceport must de ceturned to the
Marine for cocrection and resubaiseion. The repocting seniof 3ust 10t ecase,
mod1fy, cocrect, or insect any infocmatioa in section A oc ites 21 If the ficness
cepoce focm.

1-3
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3003 PERPORMANCE EVALUATION SYSTEIM
1. Unless a teporting senior desizes to pecfocrm a 3oce thecough ceview of
section A, the following caecxliset (figure -1} is coasideced 2dequace, 2ad zay
Be used as a juide. A check in the “Does® column for each icem 3hould 2e as3uced
defore che cemainder of he fitness Zapoct is completad.
SECTION A JHECILIST
: Does

Siem Oces Noe coneain

la a sonitored command code

1i» 4 tepocrting unit code

22 . Macine's last name

is Matine's coczect 30C1al secur:izy umber

le erthet a *C®, *J°, "3°, or °W°

4a accurate description of “ariny's actual ducy

[} cocrectly state Marine's sacksaanship and

physical fitness qualificacions

(-] three digits (foc example, 121)

t L) ehees digics (for example, 123}

ida & Code i eachr of the chree 2locks

lla~d cocrect identification of reporting senioc 1

2 : Macine’'s signatuce and Jdate signed

I

Piguze l-1. -=Sample 0f s Reporting Senioc's Qhecklist foc Section A.

3003 REVIEW OF NMARING'S PERPORMANGE OFf SUTY

1. Tiis phase of the reporting senioc's action consists of exasination 3¢ fhe
perforaancs of cthe Macine during the peciod sovered dy :he cepoct. As a 4
cesult 3f this examination (which may be dased On Sraining oc opecaticnal
tecords/teports, mental recall, pecsonal obsecvations, correspondence related

to the Marine's duty pecrfocmance, etc.) the cepocrting senior forms an .apressicn
of the Marine's pecforzance. [f, after cepeated and careful ceview, the cepocce-
ing seni0c is still unable to form such an iapcession in cercain cases (fo¢
example., 2 semiannual repoct which covers 70 days, including 1S days of jroceed,
delay, ard cravel, and 10 days of hospitalization), it can be coacluded :hat the
Nacine's peclormance of Juty has 10t deen obsesved sufficiencly 0 jermit fasc
and 0Djactive evaluactioca, [n these czases, a “noc obsecved® cepocrt should de
submicced (except that 3 “not sbserved” report will lever bBe sudmictiad > “over
4 per13d daging <RLCH tNe MACiae cepocted Ja 238 leen wounded n actionl. In
othet cases, the ceporting seniocr nay dececmine that a Macine's pecfocdance ot
dugy has 10t changed since the last ceport was submitted: in those lases
mencioned in pacagraph 1003.J, this period may Ye coveced by an "extended”
cepoce.,

2. Yot Observed ZReports. I[f a ceporting senioc feels tbat & °not obsecved”
cePOTt .8 appcapcLate, 4n °X° snould de placed in :he applicadle dlock of item
12, nd che remaindec of sectian 3 shoyld de left dSlaak. A brief explanacion of
che cteparting senioc’'s insufficient >Dsecrvacion aust De included .n jectian <
except as indicated :n tadle l-1, Helow,

J=d
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PERFORMANCE EVALUATION SYSTEM 3004
!K‘E; s-r I}
WLES TOR ZXCLUDING SECTION ¢ TAPLANATION SF 'NOT GBSERVED® REPORT
EY A I 3 ¢ [« 1 P
3 i ! .
L | and l and
L1 1L cecoct is... seciod 1S... reQgort “voe... | thea...
1 ticse one by the §0 calendac days is noc CH,TR,
zeparing senioc on o less RE, AN, RA, RO,
whis pacticular ae SA enter “la-
=] dacine sufficient
obsecvacion”’
b3 any tequlac 30 calendac days is C3,7R,RE, in section
tsooct® or less RN,RA, or 2D [
3 fZicse one sinces 60 calendac days is not SA
shange af gcade ot less
31llace
4 4 jemiannual”® is sA comply with
pacageagh
1003.2a

. A cepocting senioc 3ay not submiz more zhan one °*not sbserved”® repoct while
the Marine is under supervision without a section C explanation.

3. Extended Reports. If the Marine deing reported ca receives a transfec (TR)
oc change oL reparting senior (CH) repoct withan §0 days aftec submission of a
semiannual (SA) report, an “extendad” cepoct nay be subaizted. If the reporting
senioc’s dpinion of the Marine's performance tas 10t changed since the suomission
of she last semiannual ceport, the previous fitiess report may Se extended to
cover tle new period Hy: (1) checxing the sppropriate dlock in item 12, and (2)
ntering a scatement :n section C o the effect chat this cepoct °is an extension
of the previous semiaanual cepoct”® on the Macine being ceported on. Advecse,
[arginal, o "act obsecved® ceports aay not de extended.

4. £ the ceporting senioc {s able %o ceview and evaluate the Marine's perform~
ance of duety during the period covered Dy the repact, and 13 NOC sudmitting an
“extanded” ceport, Ltem 12 vill be lef: bDlanx and all ocher section 3 items will
Y¢ completed.

3004 ~ 4 LGN

1. Section 8 of the fitness repoct 20r3 (less item 12, discussed above) consists
of tive independent =ypes of evaluacion: (1) item 13 factocs describe he
Macrine's jerfocmance of duty during =he period covered dy the repoct, (2) item
14 Zaccocs describe personal and professional :raits and characteristics of the
Macine as an individual during the pericd covered by che report (i.e., n0C
necessarily celated co che grades/mi~'cs assigned 9 1tem 1) factors), (1) items
1S and 16 are 3coad in scope and cace :he Macine as pace of a larger population
cather =zhan on specific traits, (4) items 17 and 13 assistc in understanding he
othet evaluations, and (S) items 19 and 20 ace cecommendacions.

1. In completing items 11, 14, and l%a the zepocting senioc complates the
dlack which cepresents the appcopciate evaluation with an °X® thae fills the
dox out does 10t extend bdeyond 1:t. Slocks contain preprianted abdraviations for
the aatk they tepresant, as shown in figure )= delow. Reporaing sesiors should
strictly adhace O these definitions avoiding the nstursl tsadescy %0 permit an
individual's performence 1% coe sres 30 influeace unduly the narkings .a alil
cchers. ECazh factor should ze evaluated as & sepacate and diaszince item,
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Purther, Ceposting senNiors must guard agqaifst assiguncut of inflated naris.
Such 1aflation cesults 18 3 skeawed Cepresentation 3f iudividual chiacacteciscics
and perfocrmance which sdversely affects the valus of the fitness Cepore.

FITNESS REPORT MARKING ASBREVIATIONS

Xbbreviacion [ Heaning _ Nefiniticn

NO not obsecvad insufficient appacctunity 20 evaluate

um unsatisfactocy unacceptabdle

3A below average Selov genecally accapced scandard

AV average qualified

AA above avecage highly qualified

ex excellent gualified zo a degree seldom ach:ieved by
others of this §cade

os outstanding one of the cleacly superior :adividuals of
this Jrade <nown so :the reoocting senioc

Pigure 1-2. -——Definicions and Aboceviacions.

1. whaen cating 3 Macine, the reporting senior Aust zake an entry for each item
in section 3 (unless a "noc observed® oc “extended” repoc: i3 being sudmitied).
If no valid observation has ceen nade in 34 sred, theun the factor(s) associated
wvath zhat ares should =e 2aacked, “nat otsearved.”

4. Item 13 i?-:tor:ancc[. The following special instructions apply when aasck~
ing 1tem accocst

a. frem l3a (Reqular Duties). Macked *Not Observed® in all cases for
academic (AC) 4 scngol (AT) repocting occasions.

b, Item 13 Ekddltional Oucies). Marked other than "Not Qbsecved” only
when an addition. duty (ducies) Zequized Che Macine cepocced on to devote
prolonged periods of time to such duty (duties). If 3 marking ocher than "Moot
Observed® is assigned, :he additional ducy (ducies) pecfocmed will de iden-
tified in seccion C. If the aack assiqned is aarginal or advecse, juscifica~-
tion foc the nark given will also be included in section C.

¢. Item 134 (Handling Jfficecs). Always nacked °Not Obsecved® when the
Magine repoct an 13 an NCQ.

4. Item liq (Taceical 4Yandling of Troops)

(1) for ground officers and NCO's the zactical unit considered will de
appropciate %0 the Macine's grade.

(2) In the case of naval aviators and naval flighet officers wnose
primacy duty is flying 1n a squadson, this itea will be used 0 evaluace
Clying leadecrsnip qualifications. “The officec's ability as a designated section
leader, flight leader, helicopte:z aiccraft commander, transpore 2iane caazander,
saczical air coocdinacnd [airdocne) ac 1a any other gosition of seconaveical
leadecship or combinaction thereof, will be graded ind the specific Fualilicacion
o which :he item cefecs will be identified in section C.

S. Item 14 fGualities). Qualicies {acluded in ite=m 14 will de zacked accocding
co e oliowing definitions:

a. Endutance (Physical and mental ability for cacrying oa uader faciguang
condicions.)

=6
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B. Qefscnal Acceacance (The trait of nabitually appeacing neat, smart, and
vall-qzcomed in unilfocm of civilian sccire and maincaiaing the height-weight
ratio pcescrided in current dicectives.)

c. Miliecary Presence (The jual.ity 3¢ maintaining sppropriate 4isnicty and
soldierly ceazing.)

d. Agtention g Juevy ‘Industry; ne Irait of worxing tdoroughly and zon-
sciengiousiy.)

e, Cooperacion (The faculty of working in harmoay with othecs, ilitary
and cavilian.)

€. Initiative (The trait of LakiNg QRCESIALY OC PPropclace ac:idn oa dwa
cespoasLOLILRY.)

g. Judgment (The aoility o rhink sleacly and acrive at logical
sonzlusions.)

h, 2resence of Mind (The aptlizy =0 shink and acs promptly and effect:vely
ia an snexpected emergency 3¢ undec jreat strain.)

i. force (The faculty of carrying out wich energy and resolution :hae
which 13 Selieved =0 be ceasonanlie, z:i3at ac duty.)

3. Leadecshin (The capaci:y 0 dizect, control, and influence athecs and
still maincain 31gh nocale.) This trait should “e evaluated 1n tecys of staff
as vell as command tespoasidilizies. The capacity ta difecs, conerol, ana
wnfluence staff acions is as indicacive Of a3 Marine's leadersnip adbility as 1s
performance in 2 command or decisionmaking position. In additicn, che sdility
20 effsctively communicate decisions, recommendations, and dizections either
verdally of in writing, 3¢ doch, should de :zonsideced.

Re wOValty (The quality 7€ rendecing Z:ichful and #i1lling secvice, and
unswecrviag aLIcq\anco under any and all circumstances.)

l. Personal Relations (Paculty focr escadlishing and naintaining cocdial
telations <1th aillctacy and civilian asseciaces.)

3. Economy of nanagcmcnt (Effective utilization of personnel, money, and
aatecial cesources.) This craic ceflects the abilicy of =he individual 20
efficiently and sconomically scganize avairladle zesoucsces wizhia fiscal and
24nPOvweS lilitations.

n. Groweh Pocential (The capacity f0cr professional development and assigne

@ent o increasingly cemanding ducies.)

o. The qualities of “endurance® (lia) and “presence af mind” (lih), although
normally associated with a combat envizonzent, zay also be encountered 1n noa-
sombat situations. Marxing of these faczars, thecefore, 13 appropriate :un
etther case vhen demonszracted Dy :he Macine and oosecrved Dy the reporting senioc.

6. Items 13 ‘Ganecal Yalue 30 the 3ervice) and 1§ /Cesizabilitv)
el L B 20 -2

a. ltem 1S is not a summacy of avecage of mazxs in items 13 and 14, It is
the cepocting senioc's estimace of hov the Marine compaces with all scher Marines
of zne sane gtade xnown By :he ceporting senioc, taking inco considerat:ion all
impoctant factors such as pecforasnce, versacility, potential, and preference
ftoc having =he Macine as a 2embec 3£ =he command.

(1) Item 1Sa. This item will e nactked “Not Observed® :n all zases
toc academic (AC) 40d school (AT) cepocting occasions.
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(2) Item 15b. Record numec:ically in the appropciate coluamn cne total
nuRdeT 3f Mazines Of the same jrade wno are varked “Quetsctanding,” “Sxcellent-
Ouescanding,” °*fZxcellenc,* ectc. When encering he aumbers cemain Cleac of Jack-
\ng boxes. This diseribution must ceflece all sther Marines of zhe sace ;racde io-
der the reporting 3eNlor's supervision 3t the =ime 3¢ the repor=z, 28 ! all nad
teen .acluded i1n the Seporting occasion. Iaclusica of all scher Marines 2f ihe
same grade N thig diITI1iBUEiof L3 nandacocy whether of "ot Teports ars actually
summitted oa all octhers at thus time. This distrigution secves =0 adv:. e Jercecs
of selectica 3nd asaighment 0Irds/processes 5T “he selative scancing =2 a Marile
within a populacion of the same jrade and snculd provide zhe 113CriTINSTion leces-
sary to identify truly sutstanding Marifias as well as =pose leedilg imacavemmat,
Since this 7ack 1s of vital :mporzancs O fech MIrine's carser, revorsina senicrs
SUST eXercise UTNOST IAZe And 3CTeNtioN. sAsSuUring thac the Tempers Ilstriiuted .n
Lcems LSt 20d lSc remlistically reflect actual 3gread of parlformance, avoiding
an artificial cluster 3o false distsibution,

(3) Item 1Sc. Pill in the Hlocks in sach column SO thac zie sua
corresponds :O0 I.e numerical 7value given in rcem 15b. [f 1S or more i1n Ine
column, £ill in all bSlocks in the cslumn. SXAMPLZ: A repofting senioc submits
a cepoIT on Jne of 43 second lieucenants focr a pacticular ceporting 9ccasion.
[tem 15 would appeac as follows:

(T3 VO3 TATAT W TR
-

[ : g " el L
B L9 S 3
190 Al SOLE 30 1WA NeF 1% CF LACH (LS. (4 Clnade 1. = ID 1AL 1%
1IN T SHT %I X
EEEREERE-EER
IR ATAENIRETD
B AN Y R T RR DT
ba IZem 16 refers %o service in war. It does noe necessarily cefar to
service in a combat area oc billet, but cather reiactas %0 zfie increased cigors,
sgress, and cesponsibilities that accompany secvice in any capac:ity during wac.

This item w“ill be macked “"Not Jbsezved® in all cases for academic AC) and
sehool (AT) ceporting occasions.

R LT NART A S T

7. Iltem '7 (Reports) and 18 ‘Obsecvacion)

4. In ites 17, fill in the “yes® oc¢ *n10” dlock of each lectered .tex as
appropriacte. If “"yes® in any case, and a ceport(s) has not Deen sucmiczed 0
the Conmandant of the Marine COrps, attach & cCopy 3¢ A statement 3f =he naturae
and attendant circumstances to She ficness repoct., If a repoct has Seen subd-
acted to the Commandant of the Macine Corps, reference sSuch CepocCt in section
C, %0 the degrea .t can be identified.

(1) ltem l7a (Commendatorv)
(&) The following types of zommendatocy material wacrTant 3 narking

of “Yes,*
1 Recnmaendacions {oc dersonal awaris and decsrations.
2 Certificates and lecters of Commendation of 3appreciacion.
3 Rouctine orders promuigating zeritocious mast.
4 Lecters of appreciacion n0c¢ <ithin the nocmal shain af coamand

if =hey nention The Marine concecned.

(L) Recommendactions 29C neritOCiOUS Mast which vere Jisagprovaed
will nae ne ceferenced in chis Lt%em, 3yt Ray e comaented on in secz.on I.

1-4
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(¢} Lettecs which relate to the 2fficiency of a unit as a whole ase
not coasideced to commend a pacrticular dacine, except he commanding afficar of
that unit, and will not de referenced oc fsctwacded, 2axcept 1n the sase 9f =he
commanding officer. If forwarded, such letzers w7w1ll noec de included in the
Magine’'s case file.

s (2) Item l7b (Adverse)., Tnis .tem will be 2arked “ves * :f adverse
satecial direcli.y ceflecting on :ne Marine’'s pecfocmance of assigned ‘equlac
or addicional duties duriang the peciod covered Dy zhe cepoct has Deen cecsived
by the cegorsing senioe, If 3uch adverse 2acttacs have lad =0 disciplinacy
action, they vill also Se cefsecenced La iLtem l7¢ (see suspacragcapa (1), Selow).

(3} Izaem l7¢c (Disciplinary}. This item will normally be narked “yes®
if the Marine nas cesceived nonjudicial punishment or has been convicsed by a
civil or militacy court during the repocrting period. No other adverse macter
will Se ceferred zo in item l7¢. Oisciplinacy satecial will be cefected 2o :in
the fitness reportz covecring the period during which the nonjudicial punishment
3 ac Sivil/militacy coavaceion(3) osccurred; he aczual offenses need not tave

Seen committed during he cepoceting pecfiod. See tadle 3-2, delow, foc specific

instrucsions 3n completing item l7c. Also see paragraph 100S.5.

!IEE..! J‘! M

ROLES OR COMPLETING ILSW V¢

e 2>

] A 3 ' < ]

g

L If disciplinacy action

2 is... mack item l7c... if. ., and

1 nonjudicial punishment Yes at least 1S 'J
days have elaps
fince (Epasizion

. of NJ?, and no

appeal has been

- nade

NJP vas appealed,
but appeal wvas

- a0t granted

NJP was agpealed,
and appeal vas

8

- granced
4 ¥IP was appealed,
and final cesuits
age still sendin
b ccurt~-martial yes tindings and if case is
convicetion sencence (if on reviev,
any) have DSeen descrive
announced in current
open caucr? EEUAE 1
scacus in
[ ¢ivil convigtion £indings have section <

been adjudaed

%. In item 18, £ill che Slock most appropriace to the deqree of dbservation
of the dacine's pecfocmance of duty.

=3
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8. n 190 a_ & N

a. Ites 19 is to permit the repoccting sanioc to indicace his/her evaluatioa
Qf the Marine's qualification for promoticn.

(1) Poc genagal officecs, chief warranc officers (W~4), and all
secgeants najor/master junnecy sergeants fill che “Not Applicacie” dlock.

{2) If the Marine is considered qualified for prowotion with contempo-
cacies fill tBe °Yes" Ddlock. Marines cecently promotad should e consideted
with thelr concemporaries and anacked accordingly. Recent prometion is ao0e
sufficient ceason, in itself, to mack ocher chaa the “Yes” block.

(3) If the Macine is considered not qualified for promotion with Ris /her
contemporaries fill the “MNo* bdlock and encec the following statemenc in section C:
‘Sased on 3y estimate of this Marine's pocantial, I cecommend that (he/she) nec
S0 promoted at this time." The 3ark aust be fully explained in section C and
constitutes a sarginal fithess ceport cequiring cefecrtal of che ceport %20 the
Macine repocted on for the completion of itam 24.

{4) If ie is considered that the Macrine will not de qualified Zfor
promocion at any time £1il11l che °*No” block and enter the following statemenc
in section &: “Sased on ay estimace of zhis Marine’'s poctencial, [ recoasend
that (he/she) aot be prosmoted.” This macrk aust be fully explained in section
C and conscatutes an adverse fitness cepoct cequiring cefezral of the cepoct =0
the Macine cepocted on foc che complecion of Ltem 2a. .

(S) 1If che Marine is considered qualified for accelerated promotion,
1.0., qualified far promotion ahead of contampocazies, do noc 1ack any of zhe
blocks in this item. Eater the statement in section C: “Based on 2y estizace
of this Marine's potential, ! recommend chat (he/she) bSe consideced Zoc peomo~
tion ahead of concemporacies.® This cecommendacioa aust be justified in a
specific and concrete mannec. General stacemencs without explicit dectails ace
considered insufficient justification, In the case of ealistad Marines,
roongading cfficers nust submit detailed letters of reucommendaticas =0 the
Compmandant of =he Marine Corps (Code WMPR-2) . Enlisted Marines will %ot ke
considered for accelersted promotion solely on the basis of fithess report efie
tries 10 hlock 19 or stataments 10 secticn C of the fithess repor:.

9. ltem 20 (Duyty Recosmendation)

3. ltem 20 is to permit =he reporting ser‘or to indicace vhich one of the
cheee duty srefecences expcressed Dy the Macin. in item 10 of section A is
supported (CONCUR} oc, if aone is appropciate, to recommend the Macine's nexc
assignment (RECOMMEND).

(1Y Concuz. The blocks containing the nuabers 1, 2, and 3 ace used to
express concutcence with item 10. Cnly one of the three blocks is %0 be filled.
D0 not aack sny of these three doxes if desiring o make a recommendation.

(2) Recommend. If none of the three duty prefecrences expressed by the
Macine in item 3C section A s cansideced appropriate dy the Zepocting senior
this should 9e indicated Dy not aacking any of the blocks concaining the numbers
1, 2, and 3. The cepocting senior ausc then indicate a recommendation for the
Macine's next assignment by naking (an) appropriate magk(s) using the dlocks
concaining che lettecs "A," "3," and “C.* If the reporting senior Jonsiders the
Macine as suited for special duty assignments, all six bSlocks aay be aacked 0
indicate this fact. TAis recommendacion zay not be zade, however, if the aack
in block l4n Growth Potential) 15 lower than “excellenc.”

(3) Permissible Macks for Item 20

e TR T TEi Congur and cecommend first duty
% aj diidi 3¢ peefeceace 39 staced 10 icem .0 af
e = - section A Dy aarking dloeck 1.

5T, o TEARGRWTIZIT i1 Coneur and fecosmend second duty
GT“sa“ﬁ;' '“?""’ﬂ pcefecence as stated in ites 10
of section A 3y zarkiag dleck 2.




PERFORMANCE ZVALUATION SYSTEM joos

B SRRt T Concur and cecommend thind Zuty

BV VAL B & prefarence as staced :n item 1O
Ll o = o af section A by macking block I.

Recommend FMP ducy fof next a3~
= Sucy
sigamene DY BaLking dlock A.

woamaiee hwgun | Recommend zarrison duty for next
i 5 | assignment Oy z2acxing oloex 3.

-l;"..?%i"'".';:-’;,f:i:;“."t Recommend s;nool for next assign-
2 e | aent By nacking slock C.
R, SV o —

Recommend pndependent dury foc
next assigament >y nackiag olocks

A and 3.
Recoomend Dbacracks ducy foc text

assignment 3y sacxing blocks 3
and C.

Recommend overseas duty foc next
assignment Oy zacxing Sloeks A
and C.

T et e T <71 Recommend joint dutv fotr next
L‘ i) -,,_x X _ %l assignment DY aacxing dlocks A,
g\ N N, P

3, and <.

T o TaTIoR A TR (7T Recommend as suitable for soecial duey

““-'Hgl 4ssignamencs; l.s., fecruiting oclicer
OFf cecruiter, cecruit depot afficer or
drill insetszuctoc, Macine security quard
battalion.

10. Ites 21 (Resecved). This item will De lef: blank.

3008 COMPLETION QP SECTION G

. 1. The completion of sec:=:ion £ i3 rhe espoasitility of che raporeting
senioc, and will :e done in ball point 2r Jouncaid pen in slus, black,
or blue-dlack ink, or by typewricer. Comments concstning the peofessional
chazacter of the Marine ceported on vill be recorded in section C 1n a neat and
legidble fashion. It is normally expected =hat the comments in section C will
amplify section 3 marks and will be confined o the space provided on the fitness
ceport form. BSgevity and accyracy ace e teynotes, as excessive words tend %o
dgaw attention away from she Irde suascance 3f the report and nay sven work %o
the Jeszrizent of =he Marine being reported on by Miding an especially pecceptive
o¢ valuable comment.

2. Advecse or marginal mackings in either items l3a (reqular duties) oc 1l35a
(genecal value =0 =he service) of gection 3 sust de specifically juscified 1n
section C. Justification should zerzion specific and concrete occurcences which
led zo the advecse jride(s).

1. As a sinimum, section ¢ muse contain cou~ents in certaln specified cases.
sandatocy saection C comments fOt spectific <:ccumszances are outlined in figuce
3=3, Selow.
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HANDATORY SECTLION G GOMNENTS
r 4
. 4
? Section ¢
£ Cognent aust only tf
1 explain physical fitness/ such information is cequired by
waight control scatus currsat MCO 6100,.3_ fcr the Macine
being ceportad on
2 identify T/Q grade of billet T/Q jrade 13 highec cthan Macine's
in which Marine is secrving actual grade
3 justify macks in lla and/oc 15a item l3a or lSa of section 3 macked
adversaly oc macrginallv
4 define officer’s aeronautical Macrine is naval aviacoc/naval
ability as an aiccrewman £light officec whose primary duey
is flying
S define officer’'s specific position Marine 13 naval aviatoc/naval flighe
of aeronaucical leadership officer in position(s} of flighe
compand
[ noce that duties cequired such was not ceflected in ite= le¢
close contact/joine effoce of section A (i{.e., & *I" or °3")
with meabecs of octher servicss,
foreign nations, and high echelons
9f ouc own Government
7 indicate that cepoct is foc appropriate block checked in ites
4 "not observed® or “extended® 12 of seczion 8
peciod
[ ] explain why Macine was not "RONT” is enteced in item Sa
adminisceced pPT
9 |describe the medical problem “NMED” is entered in item 5a
—Jland expected duration
Pigqure J=3.-=Minimum Required Comments foc Section C.
4. Other commencs in section C 2ust Se consistent with the nackings in section 3.

Comments and recomaendations pertaining %o cetencion ia aviation, on active duty
in the Reserve pcogram, etc., should be made only when specifically cequesced dy
cthe Commandant of the Macine Corps. I[n cases of academic (AC) and school (AT)
cepocts, see patagraph 10031.2¢c (AC rspocts) or 1003.1c (AT ceports), as
sppropciate.

5. Cocments 2oacecning the Macrine's capacity to handle assignments of increasing
cesponsibilicy, pacticulacly =hose 1avolving zommand; sotenfial foc advancemenc;
abilicy to learn and adape capidly; abilities in sral and wrirten comamunication:
any svecial adilities, pacrticularly instzuyctional apeitude ind abilizv: selfl-
iapcoviaent effocts: xnowiwdge 3f wogld affairs; offl-duty commuaizy/civic
activicies; and effectiveness in he execution of equal opportunity respons.dili-
cies are illustracive of the characteriscics which might be ceflected in the
evaluation.

[ 2%
and aeen.ngful.
defecss 7ust also de described.

As 2 votd prctuge of the Marine Being evaluated, section C aust e accucate
This ueans chat, alonqg with positive and strong characteristi.cs,
T™he inclusion of zinocr and nonsigaificanc, ot

=12
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erivial, imperfections is noc desiranle and secves no useful purgpose. Remarks
agtesting to the “lack of experience” of a Marine 1n a new job, for example,
can de Jmitted from section C Decause inexperience :3 a nev jod is only 2o be
axpecsad; on the other hand, very capid adjustment =0 3 lew job would e an
aApPEoprlate comment. .
7. Although their use i3 nOt encouraged, supplementacy pages zay de attached

if coaments in section C aust, of necessity, be lengthy. In thaose lev cCases
whete supplemental pages WSt de used, cthey 3nould idencify the name, jcade and
social secucity number 3¢ che Marine Seing cepocted on, and =he peciod and
occasion of the repott. ALZACH DY itapie tO tae space pecovided an the fitness
cepoct focam.

J00¢  CQUNSELING

1. Counseling is an essential elemeat :n zhe perfocrmance evalusticn syscem:
equal :n importance %0 pecformance appcaisal. Zach Magine aust %e tade avarce
of duties assigned, the scandacds of pecrfocmance expected, 10w peclocmance 18
judged, celacive standing among peecrs, and <he oppoctunities that exist foc
caceer development.

2. It is che responsidility of the repocrting senior 2o ensurte thac each Macine
cleacrly undecstands vhat standacds of pecfocmance ace expected and hov well °he
individual is (or is not) pecforaing, dece stacements such as "You are doing a
good 300 - xeep it up® are not jood counseling oc good leadarship.

J. Counseling aust be a concinuous pcocess. It should commence when & Marine
first joins a unit, should continue ac frequeant intecvals ducing the Macine's
tour of ducy, and tefainate upon detachmenc. Since the initial counseling
session i3 largely policy ociented (ouctlining expected scandards and indicacirg
Jovw the ceporzing senioc judges perfaocmance) i1t sould be conducted ac a group
velcome adoard aeeting, alethouqh 4 pecsonal session 1s zoce desizadle. Sub-
sequent Sounseling sessions, hovevers, 1ust e 3n an individual dasis and aust
be conducted at all levels and foc all grades. Counseling may occur at any
time and as often as LT i3 needed; 1t cannot be reduced %0 a scheduled basis,
but should take place oa any occasion which L3 suitable. One such occasion 8
the preparat.on of a Marine's ficness cepoct;: Marines expect and aze entitled
to aa tndividual counseling session 3t these times. FPitness ceports will not he
showna 30 the Marine deing counseled, nowever, except as discussed :n pacragraph
4003.

4. In order to be effective, counseling aust be pasitive and clear. Generalities
and quick cefecences to lofty principles, e.3., *Your overall performance seems
G.ke, Dut 7OU need %0 wock a D1t harder on your esprit,® do aot counsel oc juide.
?08itive Sounseling can de pecformed i1n a nuater 3f ways, dut snould include four
definite steps:

(1) Review with =he Macine, individual perfocmance to date.

(2) Evaluate chis perfocmance.

(3) Joinely estadblish a definite targec(s) (i.e., a plan roqultiaq the
Macine's effocts) for maintenance ar iapcovement of pecformance lLevels.

(4) Esctablish a coaching plan (i.e., & plan cequiczing the repocting

senior’'s pacrticipacion) to Juide the Macine towscd the target(s) established
in step 1),

S. Discussion of Counseiing Steps

a. Reviewing che Macine's derfaormance

(1) Thas step should cofisisc of triefly descricing to the Marine those
serformance of duty highlights «hich 2ccursed since the last oufseling seasioan,
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1006 PERPORMANCE EVALUATION SYSTEM

a8 they ace Tecalled By the ceporting senior. This description is most effective
if otganized chronologically for effect, beqianing with che firat significaneg
highlighe, €.3., °*ac the deginning 9f =he pecriod, your squadcan conducted

v cacziec qualifications with a 100 percent cecord of success,” and leading ip =0
<he lasc, 3.9.. “last <eek, your sguad finished =hird :n she zatsalion 4paill
forzetiTion.”

(1) Bvea if a repocraing 3senlor has not personally observed a Macine's
pecformance of duty, performance highlights must still ze ceviewed wicth the MaciBe.
The individual must de advised, however, that such highlights sre n0C dased oa
personal sosecrvacion. The source of the ceporting senioc's knowledge 9f he
Mazine's pecfocmance should de mentioned, e.g., "... based on cecomaended ficness
tepore zackings from the cange otficer,...”

b. fvaluation of che Marine's Psrformance

(1) Ouring this phase of the counseling session, the ceporting senioe
2laces the Macine's performance highlights into a meaningful perspective dy com=
pacring them against Macine Corps and ocganizational standacds and policies.
gssonzially, this is the same process which the cepocting senior emploved in
prepacging zhe Marine's fitness cepoct.

{2) Cacteer opportunities should be another topic of discussion in his
session. As a ainimum, the repocting senior should ceview the duty pcefecences
which were indicated on zhe Marine's latest Zitness repoct, and discuss tie
cepocting senior's cecommendation. The rationale fo¢ the recommendation aust e
esplained, and 2Me Marine should be encouraged to cefer O appropriata caceet
planning ocders and bdulletins for career pattecn guidance prioc =0 sudbmitting duey
prefecrences. [t is impoctant thatc the cepocting senioc dispel any false mpres~
sions ctegarding Iteferences of duny, such as, “...it looks good on your cecocd,”
of, "...a good aviatoc always rsquescs f{lignc Juty,” etc.

c. Establishment of a Target

(1) This paret of che counsaling process serves %0 map for the Marine
the road to impcoved (0 consistent) performance. Cleacly attainadble targets
sust be defined. These should fizst be i1n areas of pecformance where -he Macrine

* is below the Marine Corps or ocrganizational sctandard. They should be expressed
in such a way 38 t0 De objective and easily deasured. They cannot be tog bHeoad
or include z:0ce chan one step (at 4 time), ar else =he Marine will have
difficulzy i1n achieving :hem ocr even understanding how 20 achieve them. Some
exanmples of performance :arqects chat provide & clear level of cequized perform-~
ance, and a sense 9of accomplishment on compleszica, ate coapaced with less
seaningful ones in figuze 3-4, Delow.

txamples of Targec Definition

!ag;ovomon: reeded 11 Clear Adeax

Requlac duc:es Prepace ficse dcaf: Tighcten up your
of an office SOP oy office procedures.
15 June.

Personal appeacince Gec a tequlatien Keep your haic =ore
haizcut at least closely trimmed.
once evety 10 Javs.

rigure l=4.--Examples of Clear and Week Couaseling Tecms.

l-14
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PERFORMANCE ZVALUATION SYSTEM 3007
Training pecsonnel Prepace a master Get 3 Yetter jrip

lise of all 34 on scheduling of

quacter training training

tequicamencs by
10 Decemder.

Administracive dutles Prepacte 3 cachon Let the commanding
copy on yellow paper olficer know waat you
of each lecter signed f1qn “3y digection,”

"9y dizeczion" and
send the copy to reach
the adjutane within 24
Roucs of signing the
ocigqinal.

Mysical Picness Test Do 40 situps in 2 lapcove your PFT scoce.
dinutes dv 30 Apcil.

Pigure l=4.-~Examcles Of Zleer and weak Counseling Terms-~Coatinued.

{2} 12 the need for improvement is not evident in any acea, the repocrting
senior should suggest tacrgets waich, when accomplisned, vill serve 20 2aincain the
Macine's high level of pecfocmance. This guidance aust be as clear and pracice aa
that discussed eaclier, but should be aimed at :he endancement of already sound
pecformance chacacteristics rathet zhan zhe achievement of satisfactory pecfocm—
ance. Considecacion should he given 20 gff~ducty education, correspondence study
in professional subjects, pacticipation in a professional ceading/disgussion jroug,
and acher activities which tend =0 expand, cacher than develop, the Marine's
attribuces.

d. Estadblishment of a Coaching Plan

(1) To be sffective, counseling cannct end with the iaitial session.
Coupling one of the key leadecship steps, nasely, supervision, vith a sincece
intecrest in :the progress of each Marine towacd clear tacget(s), procduces a
cardinal counseling cule: <coach each Marine %0 pecfocmance iaprovement/sein-
tenance. Witiout the jersonal coaching of repocting seniors, Macines aay aake
lictle 2¢ N0 progress oc improvement.

(2) Coaching must de positive and dynamic oa the pact of =he repocrting
senioc. It should consisc of both scheduled and improapcu sessions and sbould
be perforzed in a vaca and sincere, bdut authocitative, aanner. Several ccaching
sessions nay de tequiced before a Marine ceaches a joal, dut if coaching is done
cegulacly, and if the joals ace cealistic, accomplishmenc will eventually sccur.
Improved pecformance as a fesult of counseling is almost guacranteed, dut its
succass is dependent on both the individual Marine and the reporting senior; the
Sacine can cacely do it by himself /herself.

6. These fouc counseling staps can de accomplished infocmally, bdut should de
conscisnciously and cacefully ceseacched and planned. The use of counseling
worksheelts, notes, intecview Juides, and other aids is encoucaged, and the
documencation of counseling pcogress should sectve as 3 strong indicater of a
cepocting senioc's proficiency and skill as a sounselor and leadec.

7. Pfor additionsl requicements in the case of an adverse ot :aqunal cepore,
cefer o section 4.

3007 FORWARDING REPORT TO IIEVIEWIN PICER

1. Af=er completing all of =he previous steps, the reporting senior will sign
1tem 2] of section 0O, enter zhe dace, i3nd focvard =he repoct 0 the feviewing
oflicer foc action. Prioc to focwarding the repoct, hovevecr, the repociing
seniac ause aithec (1} cectify chat zhe Mazine nasz Been ounsaled, ac (3}
explain on an attached sheet why counseling vas imposaible.

3-15
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APPENDIX B

Per formance Evaluation System Survey of

Marine Officer Students Attending the U.S. Army

Command and General Staff College, Class of 1980 *
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Performance Evaluation System Survey

1. MCO Pl610.7B, Performance Evaluation System, provides
guidance for the conduct of the Marine Corps' performance
appraisal system. The System consists basically of two
components: (a) the Figness Report which is a formal
document administered with strict controls, and (b) a con-
cept for performance coaching/counseling which is neither
supported by a specially designed document ncr admin-
istered uniformly throughout the Marine Corps according to
specific controls. The Fitness Report is familiar to all
Marine officers. Section 3006 "COUNSELING," which de-
scribes the Marine Corps concept of performance coaching/
counseling, may be less so. Please answer the following
questions based upon your understanding of Section 3006.

a. Differentiate between counseling and coaching.

(1) Counseling:

(2) Coaching:

b. ©On the following page write a performance target
based, to the best of your memory, on the provisions of
Section 300s6.

|
|
|
)
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Performance Target: 132

c. As a reporting senior do you use the Fitness
Report as a guide when executing your performance coun-
seling duties?

d. In the past ten years how many reporting
seniors--including writers of concurrent reports--have you
had?

e. Of the reporting seniors ennumerated above, how
many conducted meaningful counseling relative to your
performance?

f. Most large American organizations use perform-
ance appraisals to provide information for two purposes:
(1) organizational control, such as identifying persons
for promotion, assignment, merit pay, etc., and (2) ef-
ficient wutilization and development of human resources
which encompass performance counseling. Which of the two
do you believe the Fitness Report (a) is designed to
serve: 1 or 27
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1
Summary of Survey Results
Question

Respondent a(l) a(2) b c d e f

1 CCR CCR ECV Yes 11 4 1

2 ECT ECT TGR Yes 14 2 1

3 CCR CCR ECV Yes 16 2 1

4 ECT ECT ECT Yes 11 8 1

5 N/A N/A N/R Yes 10 2 1

6 ECT ECT ECT Yes 16 2 1

7 ECT ECT TGR No 20 5 1

8 ECT ECT TGR Yes 7 3 1

9 ECT ECT ECT Yes 5 3 1

10 ECT ECT TGR No 12 0 1

Total 122 31
Legend
CCR -~ Completely correct response
ECT -~ Essentially correct response, time element
omitted
ECV -- Essentially correct response, slightly vague
TGR -~ Too general a response

N/A ~- Not applicable




APPENDIX C

Behavior-based Navy Officer Fitness Reports

The behavicrally anchored rating scales (BARS) includ-
ed in this appendix were extracted from a study conducted
by Walter C. Borman and Paul D. Johnson of Personnel Deci-
sions Research, Inc., Minneapolis, Minnesota. The study
was done under contract to the U.S. Navy. See Bibliogra-
phy, Government Documents. The results of the study are
reported by Walter C. Borman and Marvin D. Dunnette in the

October, 1975, issue of the Journal of Applied Psychology

in an article titled "Behavior-Based Verses Trait-Oriented

Performance Ratings: An Empirical Study."
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SECTION |

GUIDELINES FOR USING THE OFFICER FITNESS REPORT MATERIALS

Background

A task force of Naval officers, working with members of a private
consulting firm, devaloped 14 cacego-ies of officer effectiveness.
, The ''performance sxamples,'' which provids further dafinitions for sach k-
cacegory of effectivenass, were drawn from tha real-life experiences
of these officers. Thus, the content of the rating scales dea!s with
actual performance rather than vague personality traits or personal
characteristics.

tescriotion of 0fficar Fitness Pepcort Materiais

1. Rating Cateqories. Section !l of this kit contains 14 categories of
afficar job performancs.

3. General Definitions of Performanca Catecories. Immediately delow
each of the |4 caCegory tities is 3 detailed definition of that
performance category.

B. General Statemencts of Very High, High, Fully Adequace, Low, and
Very Low Performancs. tach category cantains general gescripcions
of officer cenavior at five different levels of performanca from
Very High to VYery Low.

c. §5e;glcs of Vc;z High, High Fully Adequate, Low, and Vervy Low
. srformance. erformancs examples for each category are Jased

i on the actual Navai experiences of wembers of the task forcs

mentioned earlier.

4 2. Rating Forms. Ratings of subordinate officars will ba recorded on
} the nine point rating forms provided in Section 111,

(. 3. Officar Develoomental Plan Package. This package includes a discussion
of performanca appraisal techniques and three worksheets designed 0
aid you in improving each of your subordinata's performance (SecZions
IY and V).

Making the Ratinas

1. First, you should turn to Section Il, Category A-1 (Anticipating,
Planning, and Executing), and read over the category definition, general
statements of parformance levels, and the performance exampies.

2. Now consider your first subordinate officar to be rated. Place his
typical behavior somewhere on the continuum of very high to very low 1
as dafined Sy the perfarmance examles ind the genaral statements of k
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difterent levels of performance for this category. Using this
mathod of comparing each subordinate's typical performance on the
category with the levels of performance defined by the five general
statements and the performance examples, rate each of your
subordinate officars on Category A-1. Racord these evaluations on
the rating forms provided in Section ill. For esach category, you
shouid fill in the names of your subordinate officers to ba rated -
and placs "Xs3'' in the appropriate squares to the right of each

name. Hotice that the nine~-point scale on these forms corresponds
exactly with the nine levels of performance defined for each
perfarmance caceqory [(n Section 1l. When you have finished rating
each of your subordinates on Category A-l, you ars ready to go on o
Category A-2, follow the same procadure on this category and on each
of the other 12 categories in tuen.

3. After you have completed your ratings on all 14 categories, turn to
Section V.

.

vt e
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APPENDIX D

Navy Recruiter Job Performance Ratings

The Navy recruiter BARS in this appendix were develop-
ed by Personnel Decisions Research, Inc., Minneapolis,
Minnesota, under contract to the U.S. Navy. See Bibliog-
raphy, Government Documents. The author does not know
whether or not these BARS were ever incorporated into the
recruiter appraisal process used by the Navy's recruiting

service.
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APPENDIX E

Military Development Evaluation & Counseling Form

This set of BARS is presently under study by the
Department of Behavioral Sciences and Leadership, U.S.
Military Academy, West Point, New York. They were provid-
ed to the author by Major Louis S. Csoka, a member of the
department. Major Csoka is participating in the BARS de-
velogpment. The interesting aspect of this set of BARS is

that it is intended to be used, in part, by peers.
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APPENDIX F

Marine Recruiter Behaviorally Anchored Rating Scales

This appendix is extracted from the author's earlier
efforts in the study of BARS, a paper titled "A Systems
Approach to Mission Accomplishment Through Recruiter Moti-
vation." It describes the author's original reasons for
pursuing the BARS concept, and more importantly, it pro-
vides the set of BARS developed for the Marine recruiters
at USMC Recruiting Station, Long Island. This appendix
also constitutes an objective lesson why an organization
developing BARS is well advised to seek professional
assistance., At the time, the only reference used by the
author was the brief section describing BARS in Wendell L.

French's textbook, The Personnel Management Process. As a

consequence, the author was 1ignorant of the Smith and
Kendall procedure, did not fully appreciate the distinc-
tions between behavior, performance, effectiveness, and
results, and ended up with a mixture of apples and
oranges. As the reader will see, several of the scales
are essentially behavioral, but more of them tend to be
effectiveness-related and results-oriented. Unwittingly,
perhaps, they represent a combination of the BARS/MBO
combination recommended by Kearney and by Schneier and

Beatty.
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Chaptar |

INTRODUCTION

Prologue

B8rigadier General Alexander ?. MacMillan, Direcfor of Persoanel
Procurement, and as such, senior Yarine in the Recruiting Sarvice, receatly
dddressed a class ac cthe Recruizing fanagement CJourse coacerning the
vagarias and vicissitudes of recruliing duty., The general opened his
remarks by scacing, "Tace ls what srdered you o recruiting duty--Desciay
is whae vou do whils you are here.” The comment struck home with unarring
accuracy. Recruiting duty (n receat years has become 2 risky underzaking.
Annually approximactely sixteen Marine majors are called to labor for
three years in the Commandan:’'s rscruitiag vineyard. Yot all sixteen
emerge :hrme years later. Some leave prematurely. Recruiting duty, more
than any other assignment presently availabls, (s "fraughet with danger,”

to quote a fellow recrutzing officer.

Writing several vears ago and obviously on another topic, the Franch
philosopher, Jean Paul Sartre, described to stark nserfection the situation

of the recruiting officer:

Man can will aothing unless he has first undarstood
that he must count oa 1o one but himself; that e (s alone,
abandoned on sarth ln the atdse of uis {nfiaite respon-
sibilities, “ithout hielp, with no other aim than the ocae he
sets for himself, with no other destiny than the one he
forres for himself on this earth. (underlining acded)

Sartre's appraisal of the human condition applies aven moce perfecily to
the Marine sargeant tending the grapes {n a racruiting substation. The

art of tha recruilting officer, chen, {s ¢n lead the recruiter to truly

1
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% understand and act upoa the forces which influence his performance. For

the dastiny of the two are {nsaparably entwined.

The {dea of one's recruiting destiny provided the impetus to syncthesize
and develoo four proceduras alr2ady Yeing performed by recruiting officers
into a cohesive, sequeatial whole. Possibly aothing described ia the
folloving pages is new to the reader. On the other hand, the four proceduru'.
described as a vhole, may provide the key to the improvement of the

reader's recrulting success, and thereby, his destiny.
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Recant Problems

Several waseks prior to actanding the Recruiting anagement “ourse,
1 had completed the sergeants' ssmi-annual fitness rTeports and subsequant
counseling. It had been a frustrating experience. I had finally Seen
honest with ayself and admitted that I tad not done a particularly good
job of counseling ths sergeants. It had been aasy enough to discuss av
marks with the high performers. All their aarks were good. They kaaw
their performance had been outstanding. The counseling simply reinforced
their already good opinion of themselves. Nothing ts wrong with chat.
3ut that described oaly three of tean sergeants. With the other seven I
had difficulty getting down to specifics. GZvean with the three cutstaading
sergeants the counseling stopped short of examining their untapped potential

and identifying new areas for self-improvement. Coaversatioas with other

racTuiting officers led me to believe that [ was not alone in being less R
than proficient in performance counseling. Intersscingly, business aad
personcel nanagement periodicals are replate with articles on the subject.

" The articles suggest the deficiency appears to stem from three attitudes

on the part of managers: one i{s the reluctance to "play God," 2 a second
{s the "unwillingness to engage in a potentially axplosive or emotionally ;
disturbing situation,” 3 and the third is the fear that the amployee, in

this case, recruitsr, will give up if his ego is damaged by his saaloc's

4
evaluation.




Failure to effectively counsel and coach each racruiter becomes, as
Robert C. MeCoy described {t, "a weakness that iy extremely costly to any
organization.” s The costliness results from failing to sbtain the hest
lavel of effort from aach cecruiter. The recruiter will give his Yest
effort only if he is motivacted 2o do so. Part of 12y purpose s to establish
that counseling and coachiag 13 unquestionably the best means of aotivacing

a Marine to surpass his present level of effor:, oroficiency, iand attairmeat.

The central and unavoidable reality of recruiting duty (s thac each
cecruiter’'s level of attaiamenc, neaning new accessions, and level of

effort, =meaning prospeczing activity, are precisely quantifiable. This
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ability to quantify attainment and affort, provided by "Systematic Recruiting,"”

constitutes the dacum from which mich of the counseling and coachiag can
and should depart. Aand to which, having set realistic goals, objectives,
aund targets, it can return. 7O ignore aach recruiter’'s effort, proficiency,
and attainment, wvhen counseling and coaching, is analogous to omitting a3
tire support oslan vwhen preparing an operations order. Not being able to
measure sad interpret a recruiter's proficiency and effort is liks beginning

the Operacioas Ovder without having performed an Estimate of the Situation.

Concurrent with being dissscisfied with 1y couaseling of the sergeants,
1 was beconming increasingly convinced that the recruiting stacion's
assigned Tocal Force Shipping “ission for FY-79 was, ia proportional
shares, as auch the cesponsibilicy of aach sergeant as it was mine. After
all, {f one accepts the Commandant's wage one doces the Commandant's work.
But the fuct remained that I had not, at the previous counseling session,
assigned each sergeant individually his fair share of the annual mission.

dow then, was he o know specifically what was axpected of him?
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S
As T thought about it, and recalling exposure to Management-hy-Objectives

theory which [ have had, my not assigning specific {ladividual fair shares

seemed ridiculously shoct-sighted.

Furthar, there wvas the awarenass that the Total Torce Shipping
Mission for the coming vear was co he L5Z higher than it had heen in FY-
78. During TY-78 the 2ffort by each of the recruiters had Yeen, L2 the
aggregatae, sufficient to exceed the assigned missica. 3ut would the same
number of enliscad accessions bde sufficient L{n the cuming year in light
of the increased Total Force Shipping Mission? I did not xnow. T had
aot analyzed the mission with respect to the recruitiang station’s capabilities.
And supposs repeating last year's tocal affort would not de anough to
accomplish this year’'s aigsion? How could the recruiters be motivated to
surpass last year's efforts? Clearly the time was over-due o perform a
comprehensive appraisal of the external and {aternal recruiting envizooment.

In short, it was time to go back to the Estimate of the Situatioa.

o




Behaviorally Anchored Rating Scales

3ehaviorally Anchored Rating Scales "...reduce the amount 3f judgment
or subjectivity required by the racer, and as Schwab and Heneman state
iz, '(t)he evaluator {s cast more {n the role of an observer and less in

nl? 3ARS idencify the critical areas of a lob, and

the zole of a judge.
describe more affective and lass effective job hehavior in zecting
resulis. The question remains, however, what are the fundamental tasks

which collactively sum up the duties of a recruiter? Having referved o

the Military Occupation Specialty Manual, the ?vogram of Instruction fo¢

Racruiters School, and Guidebook for Recruiters, 7olume I, no thread of

agreeman’ + .at. Local consensus, however, focuses on the following

fundamental ..s.s:

Task CNE « Appearance and Fitness

Task TWO - Utilizaction of Time

Task THREE

?rospecting Activities

Task FOOR Salesmanship

Task FIVE - Data Collection, Analysis, and Objective 3Setting
Task SIX - Preparation of Documents and Applicants for AFEES
Task SEVEN - High School ?rogram

Task EIGHT

Telephone Canvassing

Task NINE.

?oolee and Referral ?rogram

Task TEN - Adainiscration and Logistics

The ten tasks concentrate on work performance and not oa traits such

"

as "i{atciative,” "cooperation,” etc. BARS for each of zhe tasks ara

depicted {n Appeadixes A through J inclusive.ls Notice also that none of

PR 3l
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Table 4. Tagk FIVE: Daca Colleceion, inalvsis, & Objectives Setting

Qutstanding Has perfect knowledge and understanding of all lefiaitioans.
Captures all data on prospecting activities. Annocates
all cards and lists completely. Carrvries forward datly
tallies. Records results of all appointments and iatec-
views on PC cards aad in Schedule and Results 3ook.
Accurately sums up and analyzes data. Unfailingly 3ats
realistic objectives and attaians toctal nonchly prosvecting
objectives.

Excellent Rarely aisincerprecs definitions,
Collects and correcctly analyzes at least 937 of the above
items.

Above Average Occasionally errs in applying definitioas.
Collects and correctly analyzes at least 30X of above
items. Understands philosoohy bHut does not ocganize
himself well enocugh to perform task more complately.
Has difficulty recoanstructing als activity for the moath
by reviewing lists and working file.

Avarage Makss frequent arrors in applying definitions.
Collects and correctly analyzes at least 757 of prospecting
objectives for coming moath based upon not having proper
data.

8elow Average (ollects and analyzes less thaa 75% of progpecting objectives.
kecords very little daza. Cannot substantiate amounts of
activity when Schedule and Rasults 3ook audited againsc
working file and lisc foldars.
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the tasks describe aumhers of accessions of new contragts. The reasoan ts
ralated 25 the earlier cocment that the recruiter coatrols less than forzy
percant of his enviromment. The crux 3€ zhe matter {3 zhat although the
ctecruiter {nfluencas, through the sum of his skills and efforts, vhether
or aot an applicant will 2alist, ultimately, he does aot coantrol the
applicant's final Jdecision. And tharefore, {z is less than fair to judge
hin solely on his number of accassions and new contracts. The tecruiter
does control, however, che degree to which he can achiave roficiency in

the ten tasks described.

A fair question is: suppose a line recruiter is judged to ba excellent
or outstanding {n each task bSut has attained ouly an average ot delow
average productivity - how should he be rated on his fitness report? The
answver: excellent or outstanding. Obviously he has done everything
possidble as a vecruizsr. Some people are simply unlucky. Clearly he
should Ye evaluated under the "whole Marine" concept. The point ls that
sufficient empirical evidence exists to categorically assert that the
arine who ls excellent to sutscanding in the zen casks w11l ALMOST YEVER
have a level of productivity “elow his stacion's average. It simply flies

{a the face of reason.

Now consider a 3ARS of Task TIVE., Notice Table 4 opposite this jage.
While the parcentages used in the examples ara a nacter of opinion, the
BARS formac facilitaces identifying specific job behavior. 1In fact, the
recruitsr himself would probably select the same description of his
activity as would his suparior. In using the 3ARS, it {s imperative that

the racruiting of ficer be techanically proficient {n the concepcs and

applicacinan of "Svstematic wcruizing”. Inherant (a si{ng the scale (3

[P 7
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idencifying a cecruiter’s present level of attainment and {nfluencing him
to attain a level of jrerformance and skill commensuvrate with the next
higher description. In so Zdoing, the recruiter (s coached in the hehavior

zecessary to improve himself in that particular task area.

The tea 3ARS which comprise Appendixes A chrough J are far {rom
perfect. A careful examinatioa of each will reveal a ayriad of appareant
inconsistencies, oversights, parochial deteminations, and overlapping
descriptions. <Cven in this firsc generation format, however, che Recruitar

SARS are very useful.

Referring again to Task FIVE, "Daca Collection, Analysis, and Objective
Satting,” caraful study of a recruiter's Scheduling and Results 3ook and a
coaching session with him uay determina that he has a perfect xnowledge of
all definitions and xeeps a flawless Yook, hut has difficulty analyzing
data and tends to sel unrealistic objectives. This describes a combination
of "outstanding” and "average." The question is: how do you describe his
perfornmance relative to Task FIVE? Outstanding? Average? Possidly excellent?
For an initial evaluatioa any of the three will do. The important idea (s
that vesknesses vhich are able 20 be improved have baen clearly ideatzifiled.
When the weaknesses are corrected, the evaluation of his performance or
skill will snve up to a higher level description. And as the dead Prussian
observed, che recruiter's luck {a terms of aew contracts should improve :o

the same degree he has enhancad his owa 2f{icleney and effectivauess.

Use of the 3ARS, even in this rudimentary- form, is nicely suiced to

performance coaching and objeccives setting. At presant, the 3ARS should

a0t and tndeed, cannot, replace the fitness rapors., IIse of the Recruiter

e
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B3ARS, howvever, appears to ba immeasuvrably more useful and valid than
attempting to coavert his sbserved behavior ‘nto markings under "attantiocn
him o0 ducy,” "cooperation.” "initiative," or "aconomy of nanagement.”
The level of attainment of task aumber 5 appears to be relaced to each of
the foregoing traits. 3ut ia wvhat proportion to each? The possibilicy
exists that a proportional or weighted relationship could Se dezermined
between the levels of attainment on *he ten 3ARS describing the fundamental
reacruiter tasks and the {adividual traits on the fitness repor:z. This
would have to be done by axperts o avoid obvious validity problems.
Finally, the possibility exists that the commanding officer could tnfo;nally
establish his own relationship between the ten BARS and the fitness.
report. Although the same validity problem exists, it appears 2o “Ye no
less sevious than that assoclated with the present form of the fitness

ceport.
In summary,

BARS provide data on behavior, 1ot the person. Thus,
feedback does a0t challenge the individual as a person
and, therefore, causes less defensiveness. Moreover,..
information is {n a form that most closely neets the rulas
for giving effective feeddback:

=it {3 specific rather than general

=it is descriptive rather than evaluative

~it concentrates on behavior that caa be changed

~it avoids the "why"” of behavior

-iz i{s capablelgf validatinn by the receiver

-it i{s timely.
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Task ONE: Appearance and Fitness

OQuestanding

Excallant

Above Average

Average

Below Average

Gasatisfactory

Consistently wears an {mmaculate uniform to i{nclude
crisp creases, properly shined and dyed shoes, Ilawless
placement of chevroans, service iatripes, ribboas, and
badges. Uniform always serviceable and correctly
fiteing. Iapeccable jersonal zrooming. Maincains a
trim military appearance with legs cthaa 0% bdodvy fac.
Achieves lst class on PFT., Q0ffice and vehicle always
immaculate.

Varies from foregoing oaly by degree. On rare occasion
presents an appearance which warrants cotrectioan or
commenc. Maintains a trim mnilitary appearance with 133
ar lass “ody fat. Achieves lad class on ?FT., OQffice
aad vehicle almost always ‘mmaculate.

Generally presents a neat appearance. Uniform 1ay need
correcting on small details. Sometimes vears unilorm
without freshening creases, Maiantaias 2 ailicary
appearance relative So weight distribution. 157 or less
bady fat. Achleves 2ad Class on ?FT. Office noraally
neat. Vehicle Jccasionally not cleaned within one iay
of bad weather.

Prasents a consistently adequate military appearance.
Yormally could jut more 2fforz [(ato appearance. Minor
correction could be sade one day of avary two, 1If
huskily built, has trouble keeping flashy pressure

off that portiocan of his shirt immediately above his
hels line. 19% or less body fat., Passes ?FI. Office
presents a consistently "lived=-{n” look. Vehicle
occasionally a0t cleaned for several days after bdad
weaather.

Consistently careless about his ippearance: scles not
dressad, creases wellwaged, loagish hair, soiled ridbbons,
high watar trousers, sausage-like apoearance when vearing
overcoat, 2tc. 23X ov lass Sody fat. Fatls ?FT.

0ffice consistently below reasonable standards. Tncidy
and poorly orzanized. Tends to drive a dirty vehicle

one out of every two fair weather davs.

Tocally un-Marine like appearance. Consistently

careless about hls appearance in large and small fezalls.
Slow to respond to correction. More than 133 >ody

fat. Tails 2FT. Office consistently Selow reasonabla
standards and no appacrent sffort zade o make corTaztlions.
Vehicle almosc always unacceptable in appearance.
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APPENDIX B, Task TWO: Otilization of Time

———

Outstanding

EZxceallent

Above Average

Average

Selov Averags

Unsacisfactory

Consistently spends total monthly time as follows:
602 productive time, 30% support ctime, and 10%
unproductive time. Consolidates crips inco RSS's
area to accomplish zulti-purpose mission, Prospects
proper aarket for the time of day and year. Seldom
vastes time; accomplishes 702 of prospectiang
objectives in first ten working days of month,

Spends total monthly time as follows: S5S0Z productive
time, 302 support time and 207 unproductive time.
Cousolidates trips into RSS's ares to 2ccomplish multi-
purpose missions, Prospects proper zmarkat for the

time of day and year. Wastes not mores than 45 atautes
a3 day. Accomplishes 50% of prospecting objectives

in first cen working days of =oach.

Spends total noathly time as follovs: 452 productive
time, 132 support time, aad 20Z unproductive time.
Consolidates some trips into the RSS’'s area to
accomplish multi purpose mission. ?Prospecting

plan aot clogely tied to propar market for time

of day and yesr. Wastes aot more than one hour asud
fifteen ninuces per day.

Spends total monthly time as follows: 352 productive
time, 402 support time, and 252 non-productive time,
402 support cime, and 252 nou-productive time.
Cousolidates very few trips {nco RSS's ares to
accomplish sulti-purpose missions. Lacks aa
organized approach to narket available at the
particular time of day and year. Wagtes not more
than one hour and forty-~{ive minutes per day.

Spends total moathly time as follows: 252 productive
time, 35% support time, and 30Z unproductive time.
Almost all trips {ato area for siagle purpaose ailssious.
Yo rhyme or resson to sslection of markat being
prospected. Wastes up to two and a half hours a2 day.

Activity less purposeful than that described in
"helow averags.”
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Outscanding

Excallent

Abgve Avecvage

Average

Below Average

Casatisfactory
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APPENDIX C. Task THREEZ: ?Prospecting Activities*

Counsistantly attains a minimum of 120% of all prospecting
objectives, and at least l10% of interviev objectives.

Attaios a ainimum of L10%Z of all prospecting objectives,
and at least 100X of interview objectives.

Attalns 2 siaimum of 100Z of all prospecting ohjectives,
and at least 347 of intecview objectives.

Attaing a minimuym of 90 of all prospecting objectives,
and at least 357 of (acerview objectives.

Attaing 2 aiaimum of 30% of all prospecting objectives,
and at least 752 of incecview objectives.

Fails to attain at least 30% of all prospecting ohjectives,
and at least 75% of interview abjectives.

*The only means to deternmine attaiomeat of prospecting objectives is by
a detailed audit of PC/PPC/RE Cards, list contact sheets, Scheduling
agd Results 3ook, ete.

66




182

APPENDIX O, Task FOUR: Salesmanship

Outstandiag

Zxcellent

- Above Averags

Average

Practices Professional Selling Skills 2t ALL times.
Thorough understanding of and abtility to implament

"need sazisfaction selling”, "handling customer attitudes,”
and "saking general benefit statements.” Inherent (n

the foregoing is the percepcive use of probing, suppurting,
and closing techniques and the adroit handling of

customer attitudas such as acceptance, skepcicism,
indifference, and objection. Accomplishes screening

vith tact and afficiency. Quickly senses duying signals
aod pushes toward appropriate cocament. Uses benefit

tags to uncover uandisclosed needs. Ia the process of
uacovering needs, listens twice as much as he talks.

NEVER "sprays and prays” or gives his "standard sales
pitch.” Exhibits an unusually vide range of product
inovledge. ALWAYS in the spplicancs "952."

Differs from the fortegoing only in degree. Sometizes
fatls to practice Professional Selling Skills as described
above. Occastionally passes up opportuaity to use benefit
tags. Somatimes sprays and prays.

Uses Professional Selling Skills {n a sechanical amsnner.
Does not completely execute techaiques; e.g. in making a
supporting statesent, vill agree with the customer wed

but forgets to iatroduce am appropriate denefit; or ia
handling skepticism, restates the benefit, offers

proof, but neglects to expand the benefit. Occasionslly launches
into his "standard sales piteh” Sefore uncovering the
prospects needs. Rarely uses benefit tags. Awkward
handling of objections. Lavel of product knowledge limited
to his personal experiences, and %0 classes at Recrul:ters
School. Somatimes fails to complete preliminary screening.
Torgets sometimes to project himself into the applicanc's
"95Z.” Waits too long to close.

Structurad use of Professional Selling Skills limited co
closed prodes, half supportiang scatements, and closes shich
onit the summarizacion of benefits accepted. General
tnadbility to sease customer attitudes and handle them
successfully. Almoet never uses henellit tags. Product
kavvledge limited to his personal esxperisences. Tends to
dominate the (nterviev with his "scandard sales pttch”
which s earmarked by s "spray and pray” approach to
ased satislaction selling. GCaenerally fails co complace
prelisinacry screening. Must be reminded frequencly

to ptoject himeself into the applicant’s 9%%.

Misses duying signals; celuctant to close.

(L]
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Below Average The classic "standard sales pitch” predominates. "Sprays
and prays" from the moment his attempt ac preliminary
sereening is completed. Almost never projects himself
into applicant’'s 93X, Applicant tands to sit through
presentatioa with a. glassy axpression on his face. Tends
to never attempt o close.

i 0

Uasatisfactory Does not effectively screen. Does a0t uncover needs.
Gives only a "atandard sales piizh."” Camped out {n
his own 95%. Closas only with the help of scher
recruiters.
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APPENDIX E, Task FIVE: Daca Collsction, Analysis, § Objectives Setting

Qutscanding Has perfect knowledge and undersctanding of all definitions.
Captures all data on prospecting activizies. Aanotaces
all cards and lists completely. Carries forward daily
tallias. Racords results of all appoincments and inter-~

! views on PC cards and ia Schedule and Results Book.

Accurately sums up and analyzes data. Unfailiogly sets
realistic objectives and attains total mouthly prospecting
objectives.

Excellent Rarely misinterprets definitions. Collects and correctly
' anslyzes at least 33% of che above items.

Above Average Occasicnally arrs in applying definitions. Collects and
corrvectly analyzes at least 302 of above items. Understands
philosophy but does not organize himself well eaough to
perform task more completely. Has difficulty reconstruccing
his activity for the moanth by reviewing lists and working
tila.

Avarage Makes frequent arrors ia applying definitions. Collects
aod correctly analyzes ac leasz 752 of prospecting
objectives for coming month. Saets erroneous objectives
because of poor data collection,

Salov Average Collects and analyzes less than 75% of prospecting objectives.
Racords very little daca. Caunnot substanciace amounts of
activity vhen Schedule and Results Book audited ageinst
working file sad list folders. Objectives tend to
be set intuitively.

Unsatisfactory Results vhich are less than thoss described under
"Below Average."

; o
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APPENDIX F., Task SIX: Preparation of Documents and Applicants for Enlistment

OQutstanding All applicants fully qualified for the program for
which being anlisted (contingeant upon cesults of physical).
All potentially disqualifying factocs (mencal, moral, medicsl,
administrative) aanozated on RS screening form in all
cases sent to AFEES, No make=-up work other than diplomas for
applicancs enlisted as seniors or acceptabla educational
addendums due to school being closed in all cases.
"Recruiter-dpplicant ?re-AFERS Checklisc" properly compleced
in all cases. All applicants complately briefed, and
punctual. Return home ticket/token provided in all cases.
All required enlistment forms provided in all cases. All cequired
verification documents from family, school, ate.
accounted for (meaning that ressonable exceptioas
detarmined on a case~by-case-basis; e.g. expediency:
such as single parent coasent {n which the
divorce decres is locked in safe-deposit hox, mother
unable to get to bank, applicants must be enlisted on
full processing Saturday) in all cases sent co AFEES.
Such exceptions given only persons enlisting for
Delayed Enlistment Program., No iastauces of couflicting,
erroneous, incomplete or incorrect informatioa on the
following enl{stment forms: 00 1966, 0D 1584, 0D 369, or
MEPCOM 714 {n any cases sent to AFEES.

Excellent All applicants fully qualified for the program for which
being enlisted (contingent upon results of physical). All
poteatially disqualifying factors (mental, moral, medical,
adninistrative) annocated oa RS screening form {n all cases
sent to AFEES. No muske-up work ocher thaa diplomss for

- applicants enlisted as seniors or acceptable educational
addenduns due to school being closed in nine of can cases.
"Recruitar-Applicant Pre-AFEES Checklist" properly completed:
aine of ten cases. Completely briefed, punctual, and ceturn
hoste tickat/token provided to applicanc in all cases sent
to AFEES. All required enlistmenc forms present in all
cases senc to AFFES., All required verification
documents from family, school, etc. accounted
for (meaning that reasonable exceptions determined on a
cagse=by-case basis; e.g., expediency: such as single parent
consent in which the divorce decrae is locked in safe-deposit
box, mother unsble to get 2o bank, applicaant must He
enlisted on full processing Saturday) {n all cases seant to
AFEES. No insctances of coaflicting, arroneous, incnmplete or
incorrect information on the following enligtment forms:
0D 1966, DD 1584, DD 369, or MEPCOM 714 ian seven of eight cases.

Above Average All spplicants fully qualified for the program for which
being enlisced (contingent upon physical). All potentially
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Average

Selov Average
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disqualifying factors (mental, moral, medical, administrative)
annocated on IS screening form (n nine of ten cases sant

to AFEZES. Yo make-up work other than diplomas for applicants
enlisted as seniors or accepctable educational sddendusms dJue
to school being closed in eight of ten zases. "Recctuiter-
Applicant Pre-AFEES Checklist” properly completed in eight

of ten cases. GComplately bdriefed, punctual, and return home
ticket/token provided to applicant in all cases sent to AFEES.
All tequired enliscaant forms present in nine of tea casas.
All required verificaction documents from family school, etc.,
sccounted for (meaning that rsasonable exceptions determined
on & case-by-case Hasis; &.g., expedieacy: such as single
parant coasent in vhich the divorce decree (s locked {n
safe-depogit Hox, nmocher unable to get to bdank, applicant
mst be enlisted on full processing Saturday), (n aine of

ten cases sent to AFZES., Ingtances of conflicting,

erronecus, iancomplecs or incorrect information on the
following enlistment forme: 00 1966, DD 1534, DD 369, or
MEPCOM 714 in six of eight cases.

Nine of ten applicants fully qualified for the program -
for which being enlisted (contingeat upon physical).

This seaas that one of the ten would have constituted an
eTronecus enlistmenc. All potentially disqualifying
factors (mental, moral, medical, administrative)
snnotated on RS scresaing forms in eight of tea cases
sent to AFEES. No aske-up work ocher thaa diplomas

for applicants enlisted as seniors ocr acceptabls
educational addendums dus to school being closed ia

seven of tean casss. "Rectuiter-Applicant Pre=AFLES
Checklist” properly coampleted: seven of ten cases.
Completely briesfed, punctual, and return home tickee/
toksn provided o applicant in nins of ten cases. All required
enlisctment forms present in eight of cen cases. All
required verification documents from family, school, etc.,
accountsd for (meaning that reasonable exceptions
detarmined on & case-by-case basis; &.3., expediency:

such as single parent consent in which the divorce decree
is locked in safe-depotit box; mother unable to get

to bank, applicant must bde enlisted on full processisg
Saturday) in eight of ten csses. Inscances of conflicting,
erroneous, incomplete or incorrect information oa the
following enlistmane forms: 0D 1966, DD 1584, DO 369, or
MEPCOM 714 {a five of eight csses.

gight of ten applicants fully qualified for the program
for vhich being enlisted (concingent upon physical)., All
potentially disqualifying factors (mental, moral. medical,
sdminigtrative) annociated og RS screening form in saven of
tan cases sent to AFEES. No sake=up work other than
diplomas for applicants enlisted sy seniotfs or accepcable
educational addendums due to school deing closed (2 six
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educational addendums due to school being closed {n six

of ten cases. '"Recruiter-Applicant Pre-AFEES Checklist"
properly completed in six of ten cases. Completely
briafed, punctual, and return home ticket/token provided to
applicant in eight of tan cases. All required aalistment forms
present in seven of ten cases. All rvequired verification
from family, school, atc., accounted for {n seven of ten
cases. Instances of conflicting, erroneous, incomplete

or incorvect information on the following enlistment forms:
DO 1966, DD 1584, DD 369, or MEPCOM 714 im four of eight
cases.

Discrepancies ia any of the foregolag categories auabering
aore than the number listed in "below average."

s it o e
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Qutstanding

Excallent

Above Average

Average

Below Average

Unsactisfactocy
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APPENDIX G. Task SEVEN: High School Program

Whether NCOIC or Lins Recruiter, conducts program

in spirit incended in "Guidebook for Recruiters,

Yol L". All high school zalated "Systamatic Recruiting"
forms kept completely up=to-date and completaly
filled out. Conscientiously follows established

time tables for submission "HS Program Master Sheet”,
"High School Program Update Sheet", attaimment of
keymen in each school, etc. Establishes very cordial
relations {n each school %o che extaat humanly
possible given the commaity's prevailing politics.
Either visits each high school twice 2 moath or makes
8o less than four high school visits per week.
Coordinstes all telephone canvasing with planced
high school visits, calling high school list for
three days prior =0 a school visit. Coordinates
details of visit with keyman and pooless at high
school prior to making visit. Complates High School
Visit card aftar visit. Administrative call to a
high school to pick 2 certification of education

9r R0 proctor an institutional ASVAB does not constitute
s high school visit.

Varies from the foregoing description only in degree.
Occasionally doas not coordinate calling a high
school list prior to visiting the high school.
Occasionally doas noc coordinate with a keymsn or
poolees from a high school ta be visited.

Purposefully visits at least four high schools

and/ov student gathering places near the high school
per week. Tends to be haphazard about maintenance

of "Systemstic Recruiting” tequirad forms aand reports.
Has established cordial relacions in all schools
smenable to such a relationship. Normally does

not call appropriace lists nor coordinate vith keyman
snd poolees prior to visit,

Visits between two or three high schools per week.
Neglects administracive duties connected with high
school program, Rarely calls high school or keyman
sud poolees prior to a visit, No evidence of attempt
to get a keyman in each high school.

Visits one oc less higa schools per week. Neglacts
administrative duties related to high school program,
Does not call high school list prior to a visit.

Visits high school only to get high school cartificatioan
or to proctor an iastitutional ASVAB tast,




APPENDIX H.

Task ZIGHT:

12
Telephone Canvassing

Outstanding

Excelleat

Above Avetage

Consistently prapares well for telephona calls by
being mindful of previously established objectives,
identifying proper macket for the time of .day, moach
and year; arranging list contact sheet, PC/PPC/RE
cards, and Scheduling and Results 300k in an afficient
manner on his desk. Alwvays uses proper symbols oa
list contact sheet and in Scheduling and Results

Book. Accurately records all results. Properly
annotates list scheduling card when calls complaeta

at end of the day. Spends a0 loager than four
minutes with each bSona fide contact. Always uses
pertinent PSS skills: general benefit statements,
open and closed probes, and closes. Does not

attempt %o sell. Does not make sales presentacion
over telephone. Attempts oanly to get the appotiat-
meat. Never supports a statemsnc by the contact,

the anature of which i{s an impediment to an enlistment;
e.3. "I'm going to collega”, Incorrect recruiter
cesponse, "Well, John, that's great. What college

and what are you going to study?” The recruiter's
correct respoase is "Oh? That's preacty expensive;

do you have the money? Are you awars you can go to
college while oa off-duty time {n the Marine Corps aad
the Marine Carps will pay up to 75% of your tuicioal”
All telephone caslls are lively, friendly, and

attuned to the prospect's needs. Makes out a PC

Card oa all concacts who have agreed to an appointment,
Pinally, actains a standard of effectiveness for
telephone calls of L:50 or becter.

Varies from the foregoing only in that the

tecruiter spends no more than five minutes per call
with a contact and achieves a standard of effectiveness
of 1:70 or better.

Tends 2o call a list that wvas not scheduled at the
beginniang of the month. Haphazard about setting

up to efficiently make calls and record results.
Uses proper symbols approximacely 30% of the time.
Records 0% of all results. Does noc always
properly complete results on List Scheduling Card.
Tends to spead more than five ainuces on a single call.
Does not sonsiscently use zeneral henef(t statements
or proper closing techniques. Tends to make salas
presentation to the prospect. Calls are friendly
but somewvhat mechanical. Does not always aska out

& PC card ¢n persons who agree Co aa appointment.
Standard of effesctiveness for telephone calls better
than 1:100.
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3elow Average

Onsacisfactory

Regularly calls lists that were not scheduled.
Normally starts list from the frout and habigually
overlooks calling names at the end of the lisc.

Sets up inefficlently for the period of talephone
canvassing: ¢.3. aither list contact sheets ov
Scheduling and Results ook out of easy reach.
frequently uses improper symbols, or omits recording
rasults of call. Does not properly complets results
on List Scheduling Card. Spends as much as ten
ajinutes on single calls, Does not ianitiate calls
with an appropriace henefic statement. Many calls
sound perfunctory and unenthusiastic. Standard of
effectiveness for telephone calls better thaa 1:125.

Completely random approach to selection of lists

to be called. Starts from front of the lisc.
Inefficient set up. Sloppy annotation of list

contact sheets and PC Cards. Does not annotate list
scheduling cards at end of day. Recruiter sounds

ia a rush to get the call completed; manner normally
mechanical, Rarely uses general benefit statements.
Does not attempt to handle objections such as prospect '
planning to go to college. Standard of effectivenass

~ for telephone calls bettar than 1:150.

That behavior which {s noticeably less proficiaent
than described under "below average™. Standards
of effectiveness greater thaa 1:150.
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{ APPENDIX I, Task NINE: Poolee and Referral Program

Outstanding Referral Contact List, sroperly filled out {ncluded
in 100Z of all enlistment cases sent ¢o AFEES.

I Referral Concact List folder maintained at recruiting
offica with 100Z of all enlistments for past year
having a Referral Contact List in the folder.
Pool/MCRD cards completed and ia Working File oan 1002
of all poolees and shippers currently in the pool
or at cecrult traiaing. ‘llames oa cards match names
on Poclee 30ard with O variaace between aumber of
Cards and aumber of names on board.

Evidence, by virtue of aanotation on each Pool Card,
of foctnightly concace with L00Z of all pooless.
Contact can be by telephone, school vigit, visit

to racruiting office, etc.

Poolee meering conducted 2t least oace per month.
Agenda for successive neetings varied among social,
athletic, or instructional activities.

502 of all coatraczs ace bona {ide referrals from
poolees, command recruiters, coatacts, 2te.

MCRD Cards {a conjunction with Moanth-{n=-Sight ?lan
avidence that command recrutiters and recruiter
assistants iategrated into IRT plan. 100% of all
returning Marines scheduled for and subsequently
pacticipats in 2z least one IRT expedition.
Placement of cards ia Working File and appropriate
sanotations on cards are partial measurs of skill
at this task.

Excellent Referral Concact List, properly filled out {ncluded
in 92% of all enlistmen? cases sent to AFEES.
Referral Contact List folder maintained at recruiting
office with 32T of all anlistments for past year
having a Referral Caontact List in the folder.
Pool/MCRD cards completed aad in Working 7ile on
100X of all poolees and shippers currently in the
pool or at recruit training. Names ou cards match
asmes on Poolees Board with 2% variance between anumber
of Cards and aumber of names on board.
Evidence, by virtue of annotation on each Pool Card,
of fortnightly coatact with 92% of all poolees.
Coutact can be by talephone, school vigir, visit

i to recruiting office, atc.
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Above Averags

Average
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Poolas neeting canducted at least once avery five
wveeks. Agenda for successive aeecings varied among
social, athletic, or instructional activities. 407
of all contracts ars bona fide referrals from poolees,
command racruiters, contacts, etc.

MCRD Cards i{a conjuaction with Momch=-ta-Sight ?lan
evidence that command cecruiters and recruiter
assistanty integrated into IRT plan. 92% of all
returning Marines scheduled for and subsequently
participate in at least one IRT expedition. ?lacemeat
of cards in Working File and appropriate annotations
on cards are partial neasure of skill at this task.

Referral Coatact List, properly filled out, {ncluded
in 852 of all ealistment cases sanc to AFEES.
Referral Contact List folder maincained at recruiting
office with 35%of all anlistzents for past year haviag
a Referral Contact List {a che folder.

Pool/MCRD cards completed and in Working File on

1002 of all poolees ind shippers currently in the
pool or at recruit traiaing. Names ou cards satch
names on Poolee 3oard with 42 variance between aumber
of Cards and number of names oa board.

Evidence, by virtue of annotation on each ?ool Card,
of fortuightly coatact with 353 of all poolees.
Contact can be by talephone, school visit, visit to
recruiting office, ate.

Poolee vaeting conducted at least once every six
vaeks. Agenda for successive meetings varied among
sacial, athlatic, or instructional activities. 30Z
of all contracts arze bYona fide referrals from
pooleas, command recruiters, contacts, etc.

MCRD Cards ia conjunctioa with Moath~in-Sight Plan
evidence that command recruiters and vecruiter
sssistants {ntegrated {ato IRT plan, 85% of all
returning Marines scheduled for and subsaquently
participate in at least one IRT expedition.

?lacement of cards in Working File and appropriate
snnotatioas on cards are partial measure of skill

at this task.

Referral Coatact Lisc, properly filled out, included
in 70% enlistment casas seat Co AFSES.

Referral Contact List folder naintained at recruiting
office with 70% of all enlistments focr past year
having a Referral Contact List in the {older,
Po0l/MCRD cards compelted and in Working File om

96% of all poolees and shippers curreatly in the

pool or ac vecruit training. Names on cards match
nanes on Poolee 3ocard with 7% variance betwaen aumber
of Cards and aumher of aames 0a hHoacd.
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{ Evidence, by virtus of aanocation on each Pool Card,
of fortnightly concact with 702 of all poolees.
Coutact can be by telephone, school visit, vistit

to recruiting office, etec,

Poolee neeting conducted at least once avery seven
weeks. Agenda for successive ueetings varied amoag
social, athlecic, or instructional activities. 20Z
of all coatracts ave boaa fide referrals from
poclees, command recruitars, contacts, etc.

MCRD Cards {n counjunction with Month-in-Sizht Plan
evidence that command recruiters aad recruiter
assiscaats i{ntegraced into IRT plan. 70% of all
retucrning Marines scheduled for and subsesquently
participate in at least one IRT expeditioa. ]
Placement of cards {n Working File and appropriace :
annotations on cards arve partial measure of skill
at this cask.

8elow Average  leferral Contact List, properly filled out, included )
in 60 enlistment cases seat to AFEES.
Referral Contact Lisc folder maintained at recruiting
office with 60% of all enlistments for past year
having a Referral Coatact List in the folder.
Pool/MCRD cards completed and in Working File on
922 of all poolees and shippers currently in the
pool or at recruit training, Names on cards sacch
names on Poolee Board with 10X variance between anumber
of Cards and number of cames oa board.
EZvidence, by virtue of annocation on each Pool Card,
of fortnightly coatact with §0Z of all poolees.
Contact can be by telephone, school visic, visit
to racruiting office, atc.
Poolee meeting coaducted at least oance every two
months. Agenda for successive meetings varied among
social, athletic, or {nstructional activities. 10%
of all contracts ire dona fide referrals from poolees,
command recruiters, countacts, etc.
MCRD Cards {n conjunction with Monch~in-Sight ?lan
evidence that command recruiters and recruiter
assistants integraced iato IRT plama. 60% of all ceturning
Marines scheduled for and subsequently participate
in at least one IRT expeditioa. Placemant of cards
in Working File and appropriate aanotacioans on
cards are partial measure of skill at chis task.

Unsatisfactory Results less than those described {n "Balow Average.”
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APPENDIX J. Task TEN: Administration and Logistics

Outscanding An outstanding rating in this field represeants che

knowledge and endeavor of che highest level. an
NCOIC who falls in this category is consistently Im

i time or ahead of time ia his subaission of reports,
and the {nformation preseated is factually cocrece.
Hde invariably informs the Administrative Section of
the status of his cecruiter assistaats, and provides
prompt and cotrect aasvers for questions and
{nvestigations from the Station. Turns in the Motor
Vehicle Status Repart and his Mocor Vehicle trip
tickets oa time with the format of each deing
properly completad. Ia the area of station
operatioans, all reports are called in on time, 1002
of the occasions which occyr aud the iaformation
reported on correlates with each report (Daily,
Weekly, Moachly).

Zxcellent A SCOIC who falls withian this rating would possess
the same abilities and achievements as the "outstanding”
group with cthe excaption of a fev late subaissioans
oa the daily "I, C, A" Report, or perhaps an item
or two of information which aight not correlats oa
the daily, weekly or monthly reports. Perhaps a
capaort might be 2 day late, but this will Se om an
{infrequent Sasis,

Above Average This category ilacludes those persoansl who generally
are capable of getting their reports in on time. No
sore than one late submission of the "I, C, A" Report
per week and no more than one weekly report lata jer
moath. The information reportad will be cotrect
with the exception of ainor discrepancies oun the
daily, weekly and monthly reports. The formats of
reports will be corvect with misor faults and
submission of these reports the Administrative and
Supply Sections whilea not always oa time will not
hinder these sections from completing their missions
on timae.

Average Aas a tendency to let reporting slip through the
seans frequently. Data being reported is basically corract
although errors do exist and will be noticeable. Yo
aore than two "I, G, A's" per week are late and
the veskly report is submitted on time ac least 502 of
all occasions. Monthly vehicle report no more thaa
one day late. Information sbout recruiter assistancs
will be submitted but often afcter prompting by the
Administrative Chief and not as a voluantary actionm.

All information presanced (s usesble but with aistakes
and chese figures wust be closely checked by the
receiver,
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Below Average

Unsagisfactory

Reports generally fall i{nco the delinquent status.
Station personnel have to request the informacion
on a recurring basis. "I, C, A" Reports will de
late three or more timas 1 week with the waekly

and monthly recapitulations being lace on a congiscent
bagis. The informacion on all reports will he of

a nebulous and dubious quality with vecrificattion
needed on a majority of reports. The vehicle report
and recruiter assiscaats report will be so lace

that the Station must call and a2sk for subamissions
several times. Unreliability and poor timliness

of submission characterize this level of
performancs.

Reports are consistently late. when reports are
submitted after coastaant promptiag the Laformacion
is of such a quality as to cendev it usaless aad
unworkabla.
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